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ABSTRACT

Problem

Work for many individuals is a necessity.

Most organizations

must employ individuals to perform services and tasks so that the
organization's purpose is fulfilled.

When an individual and an orga

nization are brought together to do a job, a relationship is initiated.
How this relationship affects the individual in terms of productivity,
attitude, life style and so on, is the subject of a good deal of moti
vational research.

The Contingency Theory of Motivation stresses the

importance of a possible congruent relationship betxveen three worksite
factors:

the individual, his task and the organizational environment.

It is hypothesized that if one were aware of the congruent relation
ships that may exist between these variables, one could construct an
environment which might foster motivation.
The problem is that little information is available regarding
the composition of congruent worksite factors.

This study was under

taken to search for and to isolate congruency in certain of these
worksite variables.

Procedure
The variables used were human needs, task factors and organi
zational factors.

Maslow's hierarchy of human needs model became the

base for categorizing the needs of the individual.

ix

Task and

organizational factors were limited to economic benefits, career devel
opment possibilities, working conditions and interpersonal relations.
A questionnaire was developed that categorized the respondent's
replies by a numerical comparison procedure into profiles of human
needs, which were compared to the "desired" task-organizational factors.
The data were collected from a sample consisting of 222 teachers
employed in public schools throughout the northwestern portion of Minne
sota and in the city of Grand Forks, North Dakota.
.

Results
The statistical analyses revealed the existence of several sig
nificant relationships among the tested variables.

For example, it was

found that respondents who indicated a high esteem need also showed a
desire for promotional, educational and advancement opportunities.
Isolated congruent variables, such as this, were used to construct
"Organizational Triads."
Five triads were constructed in all.
human needs:

One for each of the five

physical, safety, social, esteem and self-realization.

Each triad diagrams the task and organizational factors desired by an
individual whose responses showed a particular high human need.

Conclusion
The data generated by this research indicate that certain taskorganizational worksite factors are desired by certain need trait indi
viduals.

If these factors are present at the worksite or can be

introduced, the job performed may be perceived as being need fulfilling.

x

This research points out that motivation is a very individual
istic phenomenon.

An individual who has unfulfilled needs will attempt

to fill those needs and if those needs can be filled on the job, perhaps
motivation will occur.

xi

CHAPTER I

INTRODUCTION

The term "motivate" is often perplexing, ambiguous and dubious,
its true meaning distorted in everyday use.

According to Webster’s

New Collegiate Dictionary (1967), motivate is defined:
with a motive."

"to provide

Motivation is the "spark" that lights human ambition

and the driving force of initiative.

Motivation often seems to be

beyond human control and comprehension.
The nature of motivation has been the topic of many writings
in the past.

Yet little is known about its nature.

p. 58) states:

Miner (1975,

". . . there is much of our day-to-day behavior that

cannot yet be adequately understood in terms of any theoretical
approach. . . . "

Thus, motivation remains a mysterious force within

individuals that can affect their behavior.
A motive, escaping conscious thought, may operate within an
individual and may not be observable by anyone.

An example given by

McClelland (1961, p. 38) may clarify the point:
. . . motives "are not what them seem." In fact they might
be just the opposite. It could no longer be safely assumed
that a man walks across the street because he wants to get
to the other side. He might, in fact want just the oppo
site— to enter a tavern on this side, a desire revealed
indirectly by his exaggerated avoidance behavior.
An observer is cautioned not to draw unfounded conclusions from what
seems to be interpretable behavior.
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The purpose of this study is to examine employee motivational
drives.

When this research is complete and its findings put into prac

tice, the result may well be a more productive, pleasant and efficient
work setting, where the problems of absenteeism, worker turnover and
job abuse are minimized.
Throughout the nation’s education system, there could be hun
dreds of personnel problems that might be avoided if proper motivational
knowledge were to be applied.

Many of these problems situations, if not

corrected, may find their way into the nation's classrooms and possibly
adversely affect the learning environments, even worse, they may block
the creation of a desirable learning environment.

Therefore, it is

incumbent upon the educational administrator to learn all he can about
motivation so that students and taxpayers receive the best possible
return for their time and money investments.

The Problem
Today, organizations are formed, equipment and buildings are
purchased, individuals are employed, schedules are planned, production
is started, all with little regard for the "mix," that factor which
determines how all the equipment, buildings, individuals, schedules
and production blend together.

To ignore the mixture is like trying

to produce a very thin oil by mixing water with heavy oil without
regard for the fact that the two just do not combine.
The problem, simply stated, is that neither the knowledge nor
the technique is readily available to organize the proper "mix" of
resources.

There are guidelines that suggest the amount of square

footage of building space needed per pupil if one is concerned with
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school buildings.

Also, there are equipment guides available for the

purchase of chemistry laboratory apparatus.

Then there are the archi

tects' drawings that direct the installation of electrical wiring,
plumbing, and other construction features.

There are also plans that

help to determine the kinds and number of personnel positions to estab
lish, but there is little research available that even suggests the
kinds and types of personal characteristics employees need to make
them compatible with the rest of the organization.

Personal Aspects
There is a lack of information available that indicates what
type of organization will adequately fulfill the employee's needs so
that he will be motivated sufficiently to be a satisfactory employee.
Because of this situation, schools, businesses and factories hire
employees on a "trial basis" called "probation."

Would it be possible

to obtain the "right" person for the job rather than making employment
an educated guess?
Today, the high cost of personnel turnover demands that improved
methods of employee selection be found.

"In the long run, mistakes in

selecting employees may cost far more than the loss caused by selecting
the wrong equipment" (Rade, 1971, p. 1).

Therefore, when an employer is

hiring an employee, he must concern himself with all aspects of the indi
vidual, not only the person's skills, but also his personal character
istics, such as, personal needs and economic goals.

If the personal

characteristics of the employee are not compatible with the task to be
performed and with the organization that employs him, the employee
might not be as effective as he could be in an accordant setting.
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What can be done to improve this situation?

Luthans (1976,

p. 34) suggests, "that management needs another breakthrough to cope
with the rapidity of change and the knowledge explosion."

All too

often organizations function at a level far below their capacity
because of their misunderstanding or misuse of administrative knowl
edge.

Luthans gives more insight into the problem:

"Practitioners

have justifiably become baffled by the ever-increasing array of man
agement concepts and techniques. . . . Practitioners are finding out
that a particular concept or technique just does not work in their
situation" (p. 35).

Organizational Aspect
The difficulty which practitioners have had with many manage
ment concepts is that too often the concepts could not be applied
universally, even though managers try to do just that.

For example,

a group-centered technique might work well in one setting but break
down in another.

Or one might find several examples of how well the

Management by Objectives (MBO) techniques are used by some organiza
tions, while others have difficulty with that process.

These facts

seem to reveal that there is no simple, single list of techniques
that can be used to manage an organization.
tion is a complex procedure.

Directing an organiza

Reif's (1975, p. 9) study suggests

"that what constitutes a meaningful work experience is a composite
of many things."

It is putting together the needed amounts of land,

buildings, equipment, personnel and management to produce a good or
service that is demanded by the society.
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How can effective organizations be formed?
in the development of complex computer technology?

Does the answer lie
Will the researchers

in the field of engineering design a perfect organizational model?

Will

psychologists develop new methods and techniques of behavior modifica
tion?

Will biochemists design specialized genetically arranged individ

uals for work compatibility?
many avenues must be explored.

In the search for the ultimate answer,
Each exploration can add needed knowl

edge and will shed more light upon the problem.
Prior research in management has led to the importance of what
will be referred to as the "Organizational Triad."
study concluded:

Reif's (1975, p. 9)

"The results of this [his] research suggest that what

is needed is a contingency approach that takes into consideration the
needs of the workers, the characteristics of their work environment,
and the requirements of the organization.

The Organizational Triad
The Organizational Triad, as shown in Figure 1, is a model which
illustrates the relationship that can develop between the individual

employed, the task to be performed and the organization of employment.
Organizations may experience difficulties with motivating personnel
until the proper blend of the organizational triad factors are put
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together.

But the problem is that little information about the proper

blend of organizational triad factors is available.

If the information

were available management might be able to arrange an environment conducive to employee motivation.
Is it possible to determine, prior to employment of the individ
ual, his probable success on the job?

Is it possible to screen employees

to determine possible retraining or reassignment actions in order to
develop motivated employees?

If the answer to both questions was yes,

one could blend together a structure designed for certain employees, or
on the other hand, one might be able to seek out an employee who fits
the task-organizational structure already established.
Practitioners often apply administrative theories universally.
"Many supervisors would undoubtedly like a collection of simple, con
cise, proven rules that they might use in effectively dealing with
their subordinates, thus providing an appropriate solution to any
problem" (Reber and Terry, 1975, p. 14).

Practitioners have been

encouraged to do just that by the theorists, who believe they, alone,
may have found the sole answer to organizational functioning (Luthans,
1976).

But according to Miner (1975, p. 58):

his own hierarchy of motives."

"Each individual has

If this is true, one can immediately

see the fallacy of universal theory application.

To date, a compre

hensive theory that takes into account all possible human variations
has not been developed.

But with the development of knowledge con

cerning the interrelationships of the Organizational Triad the enhance
ment of a comprehensive theory may be advanced.
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Study Objectives
The objectives of this study include an inquiry into the nature
of the interrelationships of organizational triad factors, the isola
tion of the triad relationship factors that are statistically signifi
cant, and the development of triad relationship profiles.

With this

added knowledge about the "mix" of triad factors, some costly organi
zational mistakes may be avoided.
The hypotheses to be tested are:

there is no significant dif

ference between the measured codified need variables and the measured
codified task-organizational variables.

Secondly, there is no signifi

cant difference between measured codified need variables and the
selected demographic variables.
The testing of the hypotheses xri.ll identify the statistically
significant relationships that exist between an individual and some
aspects of his working environment.

The results will add meaning to

the interpretations of the interaction of triad factors.

Then the

magnitude and weight of each factor in determining employee motiva
tion can be assessed.
Status, economic level, age, and educational level are some of
the demographic factors to be tested by this study.

As a result of

this testing, the observed significant factors can be analyzed to
determine their influence on need, task, and organizational variables.
With the isolation of important triad relationships, it may be
possible to formulate compatible triad components.

Thereafter, a

match of triad items, can be put together so that management can
create the best possible work situation.

When this match occurs,
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it may be possible to foster an environment that aids employee motiva
tion.

And this factor, the environment, "has probably been the most

neglected aspect of traditional management theory and practice" (Luthans,
1976, p. 56).
After an organizational analysis has been conducted within a
school or business, the management, by using the developed triad pro
files, may have a picture of the individual needed to fill a vacancy.
Also, the triad profiles, perhaps, can be used to aid necessary retrain
ing and reassignments after the recognition and definition of an organi
zation problem.

The individual-task-organizational match may be far

more compatible than one found under less developed methods.

Scope of Study
The study area included the northwestern portion of Minnesota,
plus the City of Grand Forks, North Dakota.

Part of the sample was

drawn from the Minnesota Education Association's Kramer-Brown Uniserv
Area (northwestern Minnesota) which has 900 teachers.
Public School System has 450 teachers.

The Grand Forks

A multi-school sample of ele

mentary, secondary and post-secondary teachers was utilized as respon
dents.

Two hundred sixty-one teachers in the area completed the ques

tionnaire (see Appendix A, Individual-Organizational Analysis Ques
tionnaire) .

Methods Used

The Sample
From the population of 1350 elementary, secondary and post
secondary public school teachers, a total of 222 useable questionnaires
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was obtained.

The respondents were selected on a Stratified Sample

Without Replacement basis.

The stratification included elementary,

secondary and post-secondary respondents, with not more than one fifth
of each stratum’s data collected from any one of the sixteen partici
pating schools.

The Questionnaire
The questionnaire was constructed around Maslow's Hierarchy of
Needs model (Haimann and Hilgert, 1972).

Each respondent measures

twenty statements geared to the five need areas of the Maslow model.
Four statements are composed to reflect each need.

These needs are

then positioned on the questionnaire so that they oppose each of the
other needs.

The value of the needs to the respondent can thus be

determined.
The task-organizational items contained on the questionnaire
have been categorized into eight areas:

task-economic benefits, task-

career development, task-working conditions, task-interpersonal rela
tionships, organizational-economic benefits, organizational-career
development, organizational-working conditions and organizationalinterpersonal relationships (Figure 2).
The questionnaire is constructed so that each test variable
opposed each of the other task variables, and each organizational
variable is opposed to each of the other organizational variables.
The respondent must measure the importance of each opposing variable.
Like variable responses are then grouped for evaluation purposes.

INDIVIDUAL NEEDS
1.
2.
3.
4.
5.

TASK

Physical
Safety
Social
Esteem
Self-Realization
(four each-total
twenty)

1.
2.
3.
4.

Economic benefits
Career Development
Working Conditions
Interpersonal Relations
(three each-total
twelve)

Fig. 2.

Questionnaire Format Variable Content

ORGANIZATIONAL
1.
2.
3.
4.

Economic benefits
Career Development
Working Conditions
Interpersonal Relations
(three each-total
twelve)

o

11

Statistical Analysis
A respondent's need measurement is compared to his task and
organizational measurement.

The t-test for dependent groups was used

to test the hypothesis that there is no significant difference between
the measured need variables and the measured task-organizational vari
ables.

The t-test values that equal or exceed the .05 level of sig

nificance on a two-tailed test were considered.

The differences at

that level were considered meaningful and were used in the formation
of need-task-organizational profiles.
Respondents were grouped by demographic categories such as
age, sex, and educational level, and then analyzed statistically
using the analysis of variance procedure.

Need, task, and organi

zational variables were compared during the testing.

The F-values

that equal or exceed the .05 level of significance were considered.

Interpretation of Results
With the completion of the statistical analysis, the needtask-organizational profiles were constructed.

Figure 3 is an example:

Notes: When an individual indicates a high self-realization
need, his response to organizational-career development will be high.
His response to task-interpersonal relations, task-career development
and task-working conditions will be high.
Fig. 3.

Example-High Self-Realization Profile
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These profiles show the characteristics of the employee that are
needed to develop a congruency of personal needs, so that some components
of the organization will be compatible.

Definition of Terms
The numerous terms and phrases used in this study may connote
meanings not usually attributable to them.

Therefore, the specific

meanings intended are given below.
"Organization" refers to all of the physical features of a school,
business or factory.

Individuals are excluded as a part of its meaning.

"Organizational environment" refers to the total sum of all
actions, procedures, communications, management techniques and all
physical characteristics of an organization.
nature of buildings and equipment.

It includes the type and

It is the sum total of all the

variable organizational components.

The "organizational environment"

is the total atmosphere in which one is employed.
"Organizational mix" or "mix" is akin to organizational environ
ment with one notable exception, that is, rather than referring specif
ically to the total nature of the organization, organizational mix
refers to the specific amount or quantity of personnel, equipment,
buildings, land, clientele, and management that forms an organization,
such as a school, a business or a factory.
"Organizational triad" refers to a three-sided concept taking
into account three components:

individual, task and organization.

The triad shows the interrelationship of these organizational factors.
As the triad is prepared, the statistically significant individualtask relationships are entered on it.

The individual-organization
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relationships are then entered to complete the triad.

The final product

shows compatible individual-task-organization factors.
"Profiles" refers to the completed organizational triads.

The

profiles are categorized according to personal need based on Maslow's
Hierarchy of Need concept.
"High individual need" is a phrase used in this study to denote
a strong need as measured by the Individual-Organizational Analysis
Questionnaire (IOAQ).

This need was evidenced by a respondent's cate

gorical mean score, measured on a 0 to 5 scale.

A mean score of 2.5

was considered high except in those cases where the categorical mean
exceeded 2.5.

When that occurred a score equal to or exceeding the

categorical mean was considered high.
"Task" is the job or the work accomplished by the individual.
For example, the task of the teacher is usually teaching.

The task,

in this case teaching, can be practiced within differing organiza
tional settings., i.e., a public school, a summer camp, a prison,
and so on.

CHAPTER II

HISTORY OF THE PROBLEM— THE BEGINNINGS OF
MOTIVATIONAL THOUGHT

Early man and the civilizations he developed are generally the
products of many years of trial and error.

Ancient paleolithic and

neolithic man over the years discovered many new and different tech
niques for his food-gathering and food-producing activities.

For

example, he found that individuals working together in groups were
more productive than individuals working separately.

"It was at

this time that family groups at first, and then later entire tribes,
moved in companies for mutual assistance on the hunt and mutual pro
tection from enemies" (George, 1968, p. 2).

The grouping of individ

uals allowed early man to carry on a wide range of activities that
would have been impossible without grouping.

Before grouping, indi

viduals spent most of their time in search of the daily food supply.
But the grouping of individual effort made possible a division of
labor, so that individuals could specialize— one, perhaps, in food
gathering activities, and another in guarding activities.

Special

ization, however, called for some form of group organization.
many circumstances, someone had to become the leader.
to plan the group activities.

In

Someone had

To do less would cause a breakdown

in the group effort.
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As the group lived, worked and played together, and if the group
was successful in either its food-gathering or food-producing activities,
it soon developed a stable way of life, except for an occasional internal
dispute that broke the harmony of the group.

However, as the group grew,

more space and activities were needed to sustain it and to provide for
its activities.
ities.

These conditions led to external or intergroup activ

Elementary forms of commerce were then possible and called for

more specialization and perhaps the beginning of what is now called
"work."

Along with these activities, "there arose the need for some

way, some system to govern and manage the people" (George, 1968, p. 3).
Different techniques were needed because of the increased size of the
groups and their relative increase in activities.
labor, wealth and society began to develop.

New divisions of

One of the earliest

developments was the use of slaves who did the unwanted tasks of
their captors.

Work
History records thousands of years of master-slave relation
ships.

Not until recently can slavery be looked upon with decreasing

occurrence.

The reason these conditions existed so long may be due

to the attitude expressed by many concerning work.
is to many, a form of punishment, and " . . .

Work was and still

that work will be dirty,

demanding and generally unpleasant" (Hampton, Summer and Webber, 1968,
p. 102).

However, as early researchers began their investigations into

the meaning of work a sense of metamorphosis could be felt.
Labor, an activity of the lower classes, was carried on by those
who had to rely on another for their subsistence.

If one was fortunate
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enough to have the means of providing for his needs, he may have found
work unnecessary.
During the early Greek Civilization there \<ras a clear distinction
made between labor and work.

According to Hampton et al. (1968, p. 103):

The early Athenian Greeks anticipated this dichotomy between
work and labor by their rigid distinction between economic
and non-economic activities. The Athenian conception of
man's highest pursuit was something other than economic.
Slaves performed the labor necessary to supply necessities
for the Athenians who were in a position to have slaves.
The free Athenian . . . was not concerned with efforts to
satisfy the lower needs. To be free . . . meant that one
devoted himself to the pursuit of higher level satisfac
tions. In the Greek society this consisted of teaching,
the arts, athletics, or philosophic speculation.
In more modern times the clear distinction drawn between labor and work
is difficult to sustain.

One might try to draw a line between physical

and non-physical work or skilled and unskilled work or professional and
non-professional work, but since most jobs call for so many combina
tions of tasks, classification of work is difficult.
Han is an active creature, and no matter what work is called,
"man always had the ability and need to 'work' as a central expression
of his humanity" (Hampton et al., 1968, p. 103).

Thus, to be human,

means in part, to work, to perform at some level, at some activity.

Management
One soon discovers after observing man and his various ways of
life that some form of organization and leadership is necessary.

The

only exception may be those situations where an individual lives in
isolation from other human beings.

Under those conditions interde

pendence is lacking and the need for grouping and social intercourse
is unnecessary.

In most human situations, however, interdependence
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is present; therefore, grouping and social intercourse are necessary
attributes.

Thus, leadership and organization are necessary.

The development of management functions can be traced through
out much of history.

According to George (1968, p. 3), "with . . .

the aggregations of people in communities the need arose for some
crude method to manage the common affairs of the group."

The "common

affairs" referred to by George include such things as providing shel
ter, common protection, the conduct of commerce, the conduct of reli
gious affairs and so forth.

George (1968, p. 3) gives this account:

"Some of the earliest written documents in the world, found in the
Sumerian civilization of 5000 years ago, are evidence of managerial
control practices.

The Sumerian temple priests through their vast

tax system collected and managed tremendous amounts of worldly goods."
The leadership of these early groups "devolved to the cunning, the
alert, the wise, and the shrewd" (George, 1968, p. 3).

The individ

uals who gained control of the groups and their resources "became
the priests, the kings, and the appointed ministers" (George, 1968,
p. 3).

Their task, of course, was to manage the group.
Great feats were accomplished by these early leaders.

An

example can be taken from the history of Egypt:
The building of the pyramids with a technology that would
be considered primitive by modern standards, affords us
mute testimony of the managerial and organizational abil
ities of ancient Egypt . . . construction is estimated to
have taken the labor of over 100,000 men for twenty years.
The great pyramid of Cheops, for example, covers thirteen
acres and contains 2,300,000 stone blocks each weighting
an average of two and one-half tons (George, 1968, p. A).
Furthermore, control and leadership over vast amounts of land and
thousands of people was accomplished by the Roman Empire.

Huge
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military operations, with their enormous control problems, were under
taken and controlled by expert Roman military management.
As the size of the civilized world increased, the complexity of
the management function increased also.
more a requirement.

Specialization became more and

As the details of the management process became

increasingly involved, scholars began to study the function of manage
ment with hopes that they might better understand its implications.

Western Civilization
Western civilization, as it developed, was a curious mixture of
the Greek and Roman antiquities.

Butts (1973, p. 157) gives this

account of the foundations of western civilization:
In general . . . the formation of Western civilization was
characterized by (1) a revival of urbanization as cities
and commerce grew; (2) a growing social differentiation
that ranged across all levels of society and was espe
cially colored by the guild type of corporate association;
(3) a political institutionalization that saw a four-way
tug of war between feudalism, universal Christendom,
national monarchies, and city states; and (4) a system
atizing of educational institutions that began to serve
secular, professional, and religious clienteles that
proved to be larger and more varied than those of any
prior civilization.
In the shadow of these developments came some of the first writings
concerning the interaction between the individual, an organization
and its management.

These early writings usually concerned the

development of controls over the people by their governing force.
Machiavelli identified several broad principles of management
and their impact on the organization and the individual.

George (1968,

p. 43), in paraphrasing Machiavelli, noted, ". . . that authority flows
from the bottom up and not from the top down."

This statement may have

been diametric to the attitudes of many who concerned themselves with
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the maintenance of the organization.

One strategy for leadership found

in The Prince took this form, as noted by George (1968, p. 44):
A prince (or manager) should by his example seek to inspire
his people to greater achievement . . . pay attention to
all groups, mingle with them from time to time, and give
them an example of his humanity and munificence, always
upholding, however, the majesty of his dignity, which must
never be allowed to fail in anything whatever.
Machiavelli gave some of the first insights into the character
istics of an organization, and also gave some advice to its leaders:
One of the primary objectives of any organization . . . must
be its own survival. . . . When the survival of his kingdom
is at stake, a prince is justified in taking cruel measures
and dropping all pretensions of virtue if necessary, and in
breaking faith when the reasons which made him bind himself
no longer exist (George, 1968, p. 44).
Some of Machiavelli's concepts are still in use today, while
others are not.

Nevertheless, he gave the subjects of organization

and management significance even in modern times.
A contemporary of Machiavelli, Sir Thomas More, described the
ideal state in his book Utopia.

His consideration and point of view

differed from Machiavelli’s:
In Utopia the crafts are characterized by the principles
of specialization of labor and maximum utilization of
manpower. Aside from a few chosen persons who would
devote their lives to scholarship . . . all persons, of
both sexes, would at an early age be forced to learn a
craft that would occupy them for the remainder of their
productive years. Most individuals would normally learn
the craft of their parents, but they would be permitted
to another craft if it better suited their abilities and
inclinations (George, 1968, p. 40).
The domestic craft system endured for many years, but finally
it succumbed to the ever increasing demands for more industrialization
and for new sources of raw material.

The ventures into the fulfillment

of these needs required the organization of men and their equipment
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into units never before undertaken and the accretion of knowledge and
technology called for a higher level of training for many workers.
George describes one of the major developments:
The period between 1700 and 1785 spotlights the English indus
trial revolution. In this short span of years, England changed
dramatically from a nation of rural yeomanry to the workshop of
the world.
She was the first nation to successfully make the
transition from a rural agrarian to an industrial-commercial
society (George, 1968, p. 46).
As the dispersion of skills in organizations became necessary,
the resultant success or failure of organizations often depended on the
actions of those possessing the skills.

Thus, the individual and the

personal skill he brought to his task grew more important.
Many of the new found skills required the use of varying amounts
of machinery.

As a result many organizations became a complex of inter

action between the individual, his task, and the machinery he used.
Often this combination required considerable amounts of training because
job proficiency grew more important.

However, the world would have to

wait until the early 1900's before the work situation would come under
intense empirical scrutiny.

The Interaction of Man and His Work
What are the formative forces that direct man into the type of
work he does?

What are the historical patterns that give rise to the

kinds of work that are done?

History develops a very interesting pic

ture in this area.
For the Greek free-man, Plato recognized three distinct life
careers:

the artisan, the warrior, and the philosopher.

These dis

tinct classifications are based on the birthright to social class,
the kind of training a child received, and the major thrust of his
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life.

Brubacher (1974, p. 100) summarizes how Plato saw these individ

uals as a part of the society:
. . . a just society was one in which each individual was
performing that function in that social class for which he
was equipped by nature and doing it in such a way as to
benefit the whole group. Naturally, such a society was
one where the philosopher class with the aid of the war
rior class ruled the artisan class.
As stated by Plato, some individuals are the thinkers, some are
the defenders and some are the doers.

There was a very distinct separ

ation by task and status, with little if any movement from one class to
another.

The individual's birthright usually determined his entry into

a particular classification.
Even Plato never envisioned that his scheme for separation of
classes and assignment to work would last so long.

Nevertheless, the

pattern Plato envisioned did persist well into modern times, e.g.,
the Hinduism Caste system.
During the rule of the Roman Empire, few changes occurred in
the work situation.

As before, most of the physical labor was per

formed by slaves, and most of the governing was accomplished by an
upper class.
With the onset of the Dark Ages, work became a self-protection,
self-preservation experience.

George (1968, p. 27) states:

With the fall of the Roman Empire, the people of Western
Europe were reduced to filling the basic need of selfpreservation. The prime necessity facing an individual
was protection against murder, robbery, and violence.
To secure this protection, the individual frequently
sought the protection of a person more powerful than
himself; and, in return for the protection he paid the
price of subservience, including the loss of individual
freedom and the rise of a feudal relationship.
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At the height of feudalism, power was vested in kings and feudal
lords.

Power to govern was decentralized throughout the land.

born into the land gentry became land gentry.

Those

Those born as slaves

remained slaves.
There were, however, undercurrents of change; the church, a stal
wart of the status quo, was coming under attack by reformists, who sought
to allow individual interpretation of the Bible:

". . . is the Bible to

be interpreted by the individual for his own soul's sake, or by the
church for the individual's soul's sake?

The reformers acted on the

former principle; and this opened the floodgates for the rest" (Ency
clopedia Britanncia, 1960).
Through this small opening began to grow the idea of individual
human dignity.

However, it would take many centuries and several revo

lutions before this dignity would appear.
Other critical events on the road to individual rights were the
industrial revolutions.

For, with the industrial revolutions there

came profound change in life styles:
The conversion of an agricultural to an industrial society
brings with it great changes in a nation's habits and man
ner of life. Of the changes that followed the first devel
opment of the new system, those that made the greatest
impression . . . were the great improvement in production,
and the opportunities this new world offered to individual
talent and character. . . . The revolution . . . gave great
opportunities to the workman who could save a little money
and was shrewd and daring in investing it (Encyclopedia
Britannica, 1960).
As life styles changed, the wave of nationalism gained momentum.
Individuals sought to break the bonds of tyranny and enslavement they
had known so long.
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The industrial revolutions ushered in the beginnings of present
day working conditions and employee-employer relationships.

It was a

time that has witnessed the growth of employee unions and professional
associations.

It was a period when technical advancement had staggered

the imagination.

It was an era of intense study of the manifestation

of the work situation and the organizations in which they were found.

Organizations
The grouping of individuals into organizations is by no means
a new phenomenon.

Historically, organizations could be found ranging

from the family with few individuals to armies with thousands of indi
viduals.

People form organizations for as many reasons as there are

variations in size.

Grouping for religious and governmental purposes

were amongst the earliest recorded reasons for organizing people.
To speak of the commonality of organizations is a difficult
task.

Nevertheless, there are certain common characteristics that

are shared by most groupings, notably the presence of a directing
force and the freedom or ability to organize in whichever manner
seems appropriate.

Other characteristics include the fact that

organizations are made up of people and that most organizations
have a purpose.

How these common characteristics are perceived

and handled often determines the success or failure of the orga
nization.

George (1968, p. 22) explains.

Forced by the conquest of new territories and new peoples,
the Romans early turned their thoughts to the most effec
tive way to organize and control their empire. Management
has learned much from Rome's successes as well as her mis
takes in the area of organization. . . .
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The problem facing the Roman organization was one of centraliza
tion or decentralization.

They found that "because of the distance

involved and the need for local 'autonomy' . . .

a highly centralized

form of organization did not prove workable" (George, 1968, p. 22).
Another excellent historical example of organizational develop
ment can be found in the changing pattern of schools.

Brubacher, 1974,

p. 569) states:
During the long centuries when education was a luxury of
the few rather than a right of the many, each such school
or class usually constituted a separate undertaking.
Under such circumstances, the functions of teaching and
administration were often undifferentiated and united in
the same person, the teacher.
Then as the young nations began to perceive the need for a
"system of schools," they found that a change in its organization
was necessary.

Brubacher (1974, p. 570) continues:

Within the bounds of a single state were a number of
schools. To bring all or even a portion of them within
the embrace of a single policy required overseeing of
the schools to a degree that no one with teaching
duties to perform could exercise. Overseeing to this
extent required a separate personnel with specialized
functions of administration and supervision.
The size of the group often determines the requirements for
organization:
Growth in the size of the educational enterprise also
played another part in the specialization of education
into administration and instruction. Individual schools
grew in enrollment and variety of instruction to a point
where a variety of classes at different levels of advance
ment was the only administrative organization of the
school that would permit effective instruction (Brubacher,
1974, p. 570).
The organization of schools, businesses, armies, and govern
ments is the product of perceived needs set in a time frame by those
who must function internally and externally in them.

Organizations
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change over time in reaction to needs and in reaction to the acquisition
of knowledge.

They succeed or fail depending on a multitude of factors.

Good and poor organizations are products of man; consequently, their
structures are not permanent.

They can be changed when necessary, and

there is nothing sacred about any one pattern of organization.
Considering these factors, how should one look at organization?
How should an organization function?
organization?

What are the dimensions of proper

Spuck (1974, p. 19) says:

An organization is based upon mutual cooperation of members
toward achieving common purposes. The organization seeks
to derive cooperative behaviors from members by allowing
them to obtain desired rewards both formal and informal,
through organizational participation.
The organization as sketched by Spuck is a responsive device set up in
an efficient manner to meet the desired goals of its members.
The study of organizations and their members came under exten
sive study during the current century.

Researchers hoped that by

learning more about organizations, their effectiveness could be
improved.
Perspectives of Man at Work
The twentieth century ushered in many changes.

"The West was

becoming more fully settled; industry was expanding" (George, 1968,
p. 86).

President Roosevelt was saying, "The conservation of our

national resources is only preliminary to the larger question of
national efficiency" (Taylor, 1911, p. 7).

Americans were looking

into the future at the opportunities that lay before them.

They

were eager not only to improve themselves, but also to improve
their working conditions and their manufacturing operations.
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During this period, leaders from various segments of the commu
nity called for improvements in management techniques.

Some "called for

managers to form organizations, to publish journals, and to exchange
their findings and views" (George, 1968, p. 86).

From this call for

information came the ideas and thoughts of Taylor.

Scientific Management
Taylor (1911, p. 9) set forth his concept of "Scientific Manage
ment":
The principal object of management should be to secure the
maximum prosperity for the employer, coupled with the maxi
mum prosperity for each employed The words "maximum pros
perity" . . . mean not only large dividends for the com
pany . . . but also maximum prosperity for each employe"
means not only higher wages than are usually received by
men of his class, but, of more importance still, it means
the development of each man to his state of maximum effi
ciency.
Taylor was a relentless pursuer of efficiency.

He saw the mis

use and waste of natural resources and wondered why there was no "pub
lic agitation for greater national efficiency" (Taylor, 1911, p. 7).
However, his greatest concern was for the waste of human resources.
He was appalled by the "blundering, ill-direct or inefficient" use
of human effort (p. 7).
From this base, Taylor set out to form the Principles of
Scientific Management, which, if applied to the work situation, he
believed, could correct many of its ills.

He gives a summation of

why workmen do not produce efficiently:
First. The fallacy, which has from time immemorial been
almost universal among workmen, that a material increase
in the output of each man or each machine in the trade
would result in the end in throwing a large number of
men out of work.
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Second. The defective systems of management which are in
common use. . . .
Third. The inefficient rule-of-thumb methods, which are
still almost universal in all trades (Taylor, 1911, pp.
12-13).
Taylor considered that each of the ills was correctable and that
each must be corrected.

His solutions for correcting the use of ineffi

cient methods are included in this statement:
. . . owing to the fact that the workmen in all of our trades
have been taught the details of their work by observation of
those immediately around them, there are many different ways
in common use for doing the same thing, perhaps forty, fifty,
or a hundred ways of doing each act in each trade. . . . Now,
among the various methods and implements used in each element
of each trade there is always one method and one implement
which is quicker and better than any of the rest. And this
one best method and best implement can only be discovered or
developed through a scientific study and analysis of all of
the methods and implements in use, together with accurate,
minute, motion and time study (Taylor, 1911, pp. 14-15).
After the isolation of the most efficient method has been accom
plished, Taylor would have the other workmen trained in the use of that
method.

This action would eliminate wasteful and inefficient methods

and produce a science of work.
Another premise of scientific management involved the relation
ship between management and their workers.

Taylor (1911, pp. 15-16)

states:
. . . almost every act of the workman should be preceded by
one or more preparatory acts of the management which enable
him to do his work better and quicker than he otherwise
could. And each man should daily be taught by and receive
the most friendly help from those who are over him, instead
of being, at the one extreme, driven or coerced by his
bosses, and at the other left to his own unaided devices.
This close, intimate, personal cooperation between the man
agement and the men is of the essence of m o d e m scientific
or task management.
On the subject of motivation, which Taylor (1911, p. 20) calls
"initiative," several points are covered.

He begins:
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The writer repeats, therefore, that in order to have any hope
of obtaining the initiative of his workmen the manager must
give some special incentive to his men beyond that which is
given to the average of the trade. This incentive can be
given in several different ways, or, for example, the hope
of rapid promotion or advancement; higher wages, either in
the form of generous piece-work prices or of a premium or
bonus of some kind for good and rapid work; shorter hours
of labor; better surroundings and working conditions than
are ordinarily given, etc.; and above all, this special
incentive should be accompanied by that personal consider
ation for, and friendly contact with, his workmen which
comes only from a genuine and kindly interest in the wel
fare of those under him.
Scientific management was one of the pioneer in-depth examina
tions of the work situation.

The application of scientific management

showed that work, like other relationships in social research, could
be subjected to empirical scrutiny.
Around the turn of the century other authors began to publish
their ideas and research results.

Gantt, a contemporary and protege

of Taylor, worked with him for a time at the Midvale Steel Works, and
in 1910 his numerous lectures and magazine articles were published in
a book entitled Work, Wages and Profits.
The central themes of Gantt's (1910, p. 14) book were the lack
of cooperation between management and labor, and the inefficient use
of labor.

He states:

"When . . .

it comes to the operation of these

plants and the utilization of these labor-saving devices, the lack of
cooperation between employer and employee, and the inefficient utiliza
tion of labor, very much impair their efficiency."
Gantt, like Taylor, was opposed, not to unions or management
associations, but their attitudes.

He felt that their "oppose force

with force" attitude could never solve any of their problems.

He

suggests that "any scheme of management to be permanently successful
must be beneficial alike to employer and employee" (Gantt, 1910, p. 14).
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With insight into the basic problem confronting the work situa
tion, he states:
. . . in but a few cases has any definite attempt been made
to study in a scientific manner the most efficient way of
utilizing human labor. Of how much work of various kinds
the ordinary man has done, we have many records; but of how
much a man specially suited to any class of work can do, we
have almost no knowledge (Gantt, 1910, p. 18).
The solution to this problem, according to Gantt, is scientific
investigation, that is, the study of how work is accomplished by those
who are the most productive includes an analysis of each step of the
procedure and an establishment of patterns.

The objectives of the

scientific investigation are, according to Gantt (1910, p. 22):
First - To find out the proper day’s task for a man suited
to the work.
Second - To find out the compensation needed to induce such
men to do a full day's work.
Third - To plan so that the workmen may work continuously
and efficiently.
Investigation into and the improvement of the efficiency of the
work situation is beneficial to both employer and employee.

The

employer is rewarded with increased profits and the employee with
higher wages.

The question concerning the establishment of responsi

bility for conducting such research may then be asked.
p. 30) suggests that:

Gantt (1910,

"Very few workmen know the best way of doing a

piece of work, and almost none have the time or ability to investigate
different methods."

Therefore, the employer should accept responsibil

ity for providing the resources for such investigations.

When the

results of the scientific investigation are in, it is then necessary
to pass on the findings to those workmen who need to improve their
work methods.

But first, Gantt speaks about motivation saying:
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"No matter how thoroughly convinced we may be of the proper method of
doing a piece of work, and of the time it should take, we cannot make
a man do it unless he is convinced that in the long run it will be to
his advantage" (Gantt, 1910, pp. 36-37).
Thus, it is not just a matter of investigating the work method,
but management must be concerned with and know how to gain commitment
from its employees.

Gantt (1910, p. 101) found a way of doing just

that when he was employed by the Bethlehem Steel Company:
Accordingly on March 11, 1901, I suggested that we pay a
bonus of 50 cents to each workman who did in any day all
the work called for on his instruction card. This was
adopted at once, and Mr. E. P. Earle, the superintendent
of the machine shop, suggested that we should also pay
the gang boss . . . (foreman) a bonus each day for each
of his men that earned his bonus.
The results included better worker morale, fewer errors, fewer
breakdowns and improved production, all because increased confidence
and cooperation of the workman was secured.
Later, when new management took over the same shop, Gantt's
(1910, p. 107) plan was dropped and replaced by a drive method of
management.

But, within a short period of time, this action "pro

duced a series of labor troubles, which, . . . culminated in closing
down the whole plant."
The study of work and how it is performed is essential to
sound management.

It yields knowledge that is impossible to obtain

otherwise, and it is a sound foundation upon which to build man
agement practices.
New Avenues
As the twentieth century pioneers were establishing a founda
tion upon which to build a theory of motivation, others were looking
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for new avenues and new approaches to the study of organizations.

One

such individual was Elton Mayo, a Harvard professor, who conducted
research for the Department of Industrial Research at Harvard University.
Mayo's interest in the work situation centers around the social
structure and social interchange of the work group.

To these factors,

Mayo (1945, p. 9) states:
Every social group, at whatever level of culture, must face
and state two perpetual and recurrent problems of adminis
tration. It must secure for its individual and group
memberships:
(1) The satisfaction of material and economic needs.
(2) The maintenance of spontaneous cooperation throughout
the organization.
These, along with many other conclusions are drawn by Mayo after his
extensive experimentation at Western Electric's Hawthorne plant.
The studies at Hawthorne started with an experiment to demon
strate the effect of illumination upon workers.

An account of the

experiment indicates that when lighting in the experimental room was
improved, productivity increased.

However, productivity also increased

in a control group where the lighting had not been changed.

Another

unusual occurrence was noted, that is, when the illumination level in
the experimental room was reduced, productivity again increased.

This

caused Mayo and his group to look for the hidden reason.
Much has been written about the Hawthorne experiments and what
they indicated.

To that end Mayo (1945, p. 82) relates his estimation

of what happened in the experimental room:
Management, by consultation with the girl workers, by clear
explanation of the proposed experiments and the reasons for
them, by accepting the workers’ verdict in special instances,
unwittingly scored a success in two most important human mat
ters— the girls became a self-governing team and a team that
cooperated whole-heartedly with management.
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The team and its relationship to the work situation are impor
tant to Mayo's (1945, pp. 81-82) approach to motivation.

He states:

Management, in any continuously successful plant, is not
related to single workers but always to working groups.
In every department that continues to operate, the work
ers have— whether aware of it or not— formed themselves
into a group with appropriate customs, duties, routines,
even rituals; and management succeeds (or fails) in propor
tion as it is accepted without reservation by the group as
authority and leader.
After a cohesive group in the experimental room had been formed,
Mayo (1945, p. 72) explains how they responded to the work situation:
"The consequence was that they felt themselves to be participating
freely and without afterthought and were happy in the knowledge that
they were working without coercion from above or limitation from below."
Mayo's concept of group dynamics and his sociological approach
to individual workers added new dimensions to the study of work.

He

emphasized the importance of interpersonal relationships, not only
between group members, but also between the supervisor and his work
group.

The supervisor may find it helpful to be concerned about the

group's welfare and working conditions.

When the group works as a

team and when the group feels, whether actual or not, that management
is concerned about them and what they do, the group is usually more
efficient.
The Harvard research group of which Mayo was a member, included
others whose work adds greatly to the base of knowledge about motivation.
Studies by F. J. Roethlisberger, John B. Fox, George F. F. Lombard,
Gordon Bowden and others increased the understanding of how a super
visory structure can be patterned for effectiveness.

For example, Fox
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found while investigating absenteeism, that an effective method of group
organization included the following:
Management had arranged that foremen should have the aid of
certain qualified technical assistants. These assistants
took over many of the routine technical responsibilities of
the foreman thus giving him the time he required for the
human responsibilities involved in team leadership (Mayo,
1945, p. 101).
The success of this approach was due, in part, to the recogni
tion by top management that "human responsibilities" were an important
aspect of the work situation.

This fact is not always apparent, because

of the lack of productivity connected with such activities. .
In another study conducted by the Harvard group, one of the man
agement teams under study emphasized "that the achievement of group
solidarity is of first importance in a plant, and is actually necessary
for sustained production" (Mayo, 1945, p. 107).

This team of managers

was able to maintain a higher level of production when compared to
other management teams that were observed.

Again, it was a matter of

organizing so that human concern could be dealt with effectively.
Thus Mayo and his colleagues at Harvard stressed the human
relations involved in a work situation.

They undoubtedly gave moti

vational knowledge a strong footing upon which future insights could
be placed.
In 1938, Barnard described the "formal organization as a sys
tem of consciously coordinated activities or forces of two or more
persons" (p. 73).

He, also, believed that cooperation was an initial

ingredient to the efficient operation of an organization.
are recognized as a legitimate executive consideration.

Human needs
Barnard (1938,

p. 43) states that "when the purpose of cooperation is attained, we say
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that the cooperation was effective; if not attained, ineffective."

In

other words, an organization must have purpose, for without purpose
those within the organization do not have direction.

But with purpose

defined, the executive considers human needs, which include, "a complex
of physical, biological, personal and social components and strives to
develop a cohesive unit that retains purpose through the cooperative
efforts of those involved" (Barnard, 1938, p. 65).
dable task for many individuals.

This is a formi

"It is a matter of art rather than

science, and is aesthetic rather than logical" (p. 235).
Organization, that device which is used to bring people together,
according to Barnard, should not be looked upon as people, but should be
perceived in terms of output:
without persons.

"By definition there can be no organization

However, as we have urged that it is not persons, but

the service or act or action or influences of persons, which should be
treated as constituting organizations" (Barnard, 1938, p. 83).

The

organization is judged by how well its people perform their services,
acts and influences.
"For the continued existence of an organization," states Barnard
(1938, p. 82), "either effectiveness or efficiency is necessary."

For

example, an organization cannot long continue with ineffective of inef
ficient output.

Hence, the executive finds that he is concerned about

these factors.
How can an effective, efficient organization be maintained?
Barnard (1938, p. 83) says that a cooperative system, a system that
is accomplishing a purpose, is based on willingness.

He suggests that

"it is clear that willingness of persons to contribute efforts to the
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cooperative system is indispensable."
ingness?

How, then is one to obtain will

Barnard (1938, p. 85) states:

The question to be determined . . . would be first, whether
the opportunity to cooperate grants any advantage to the
individual as compared with independent action. . . . Thus,
from the viewpoint of the individual, willingness is the
joint effect of personal devices and reluctances; from the
viewpoint of organization it is the joint effect of objec
tive inducements offered and burdens imposed. The measures
of their net result, however, is entirely individual, per
sonal, and subjective. Hence, organizations depend upon the
motives of individuals and the inducements that satisfy them.
Willingness is a personal judgment based on individual motives
and organizational task inducements.

In addition, Barnard notes that

when the above factors are managed properly, "The accomplishment of an
organization's purpose becomes itself a source of personal satisfaction
and a motive for many individuals in many organizations (Barnard, 1938,
p. 88).
Urwick (1943) brought together the thinking of Fayol, Mooney,
Reily and Taylor which reflected a strong concern for the role played
by the individual as an organizational member— a predominate adminis
trative theme of the period.
Urwick's (1943, p. 35) ideas centered around the important
roles of leadership and planning in the administrative process.

He

manifests a concern about the process because he believe that "man
is in fact an eminent disorganizer."

He suggests that the control

of organizations is a complex of action by many and that planning
is a very important tool, which is not often used.
An organization must be prepared to operate, that is, it must
plan to function.

Planning starts with a detailed objective which is
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broken down into it9 parts.

Without planning, Urwick intimates, the

organization may not know in what direction it is moving.

He states:

There must be an objective. That sounds obvious. But if
situations are analyzed in detail it is quite extraordinary
how many undertakings and parts of undertakings are dis
covered which are just going along by their own momentum,
with only the very vaguest and most hazy idea of where
they're trying to go or why (Urwick, 1943, p. 26).
Along with proper planning, there is the need for sound reliable
management of organizational resources.
part, through capable leadership.

This management is obtained, in

Urwick (1943, p. 14) is concerned

about the techniques of leadership and how they are applied.

He says

"the ability to administer other people is a skill, an art."
In summary, Urwick (1943, p. 7) capsulizes the state of the
art in 1943:
The art and science of administering the social groups, large
and small, which are increasingly characteristic of our civil
ization, has emerged during the past quarter of a century, as
a technical skill . . . such ability is to a decreasing degree,
a question of empirical skill, of "experience" in the sense of
use and wont, and increasingly a matter of personal and intel
lectual equipment. Such equipment includes,
A mind well
versed in the underlying science of which the art of adminis
tration rests. . . .
Hence, leadership becomes a dominant force when used with under
standing.

But leadership is only one factor in the contemplation of

effective organizations and employee motivation.
trator focuses on the individual.
p. 117):

The astute adminis

As pointed out by Urwick (1943,

". . . never forget for a moment that the raw material in

which administration works is human beings— human beings with hopes,
passions, loves and hates, fears and the divine courage of the spirit."
Simon (1948, p. 3) echoes the call for the recognition of the
individual worker in the operation of an organization.

"In the study
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of organization, the operative employee must be at the focus of atten
tion for the success of the structure will be judged by his performance
within it."
The operative, the clerk, the engineer, the salesman, and the
classroom teacher are the individuals who provide the service, build
the product or deal directly with the clientele.
performance is their performance.

The organization's

With this in mind, Simon (1948,

p. 110) recommends that employees' behavior either individually or in
a group be studied so that it can be more completely understood:
An organization is, after all, a collection of people, and
what the organization does is done by people . . . the activ
ities of a group of people become organized only to the
extent that they permit their decisions and their behavior
to be influenced by their participation in the organization.
Individuals are willing to accept organization membership
when their activity in the organization contributes,
directly or indirectly, to their own personal goals.
The human element in an organization is a factor that is not
tangible.

The individuals are there and can be touched, but their

personal goals are intangible.
hidden.

Their personal aspirations are often

Simon concludes that it is necessary, therefore, for manage

ment to construct the work environment so as to contribute either
"directly or indirectly" to these goals.
personal goals:

He adds this comment about

"Personal goals are not restricted to economic goals.

Other goals 'may be just as much a personal goal for a particular indi
vidual as another dollar in his pay envelope'" (Simon, 1948, p. 111).
Important factors for consideration include not only personal
goal behavior, but also group behavior.

Because individuals often work

in groups within organizations, group behavior was considered by Simon
(1948, p. 114) in the following:
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The modification of the organization objective usually
represents a compromise of the interests of several
groups of potential participants, in order to secure
their joint cooperation where each group individually
is unable to attain its own objective unaided.
Thus, those who are in charge of organizations find that they
must confront employee personal goals and group behavior in a compro
mising fashion, constantly framed in the constraints of the realistic
world, if they hope to have a successful, effective and efficient
organization.

Empirical Development
During the decades of the 1950's and 60's, there appeared a
substantial quantity of empirical documentation regarding employeeemployer relationships, the work situation, leadership, organizational
development, and administrative theory.

This work was undertaken so

that fresh knowledge could be developed that would lead to understand
ings regarding the effectiveness and efficiency of organization.

Sev

eral different kinds of institutions were studied, i.e., schools,
hospitals, military organizations, churches and businesses.

Research

ers and theorists hoped to isolate certain common underlying adminis
trative principles that could explain this effectiveness and efficiency.
Griffiths (1959, pp. 71-74) explains administrative theory in
terms of a decision-making process.

His concept includes the following

points:
1.
2.
3.

Administration is a generalized type of behavior to be
found in all human organizations.
Administration is the process of directing and controlling
life in a social organization.
The specific function of administration is to develop and
regulate the decision-making process in the most effective
manner possible.
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4.

The administrator works with groups or with individuals
with a group referrent, not with individuals as such.
Griffiths’ concept of organizational functioning relies on a

social group orientation and on how that group is directed and con
trolled.

The job of the executive is to see that the group makes

proper decisions, so that the organization can and will function
effectively.

If the social group is designed and trained correctly,

it will operate properly.

However, when the effective operation of

the group breaks down, "the executive then needs to correct the mal
functioning" (Griffiths, 1959, p. 74).

This malfunction is found in

the decision-making process.
Griffiths' (1959) reliance on the decision-making process in
his theory of administration leans heavily on the problem recognition
attribute.

His first step in decision-making is to "recognize, define,

and limit the problem" (p. 94).
there is no problem.

For until the problem is recognized,

And until the problem is defined, it is diffi

cult to understand its nature.

When a problem is seen as a problem

and when its limits are known, the administrator can apply his knowl
edge and experience to its solution.

Griffiths (1959, p. 95) con

tinues :
Not all problems are problems to all people, and neither
are problems of the same magnitude to all people. Some
people feel that the ability to recognize problems is a
characteristic of a good administrator. What is being
said is that certain administrators have the ability to
perceive more accurately and completely than do others,
and that this skill in perception helps their organiza
tion to be more successful.
With deep insight into the work situation and all of its rami
fications, Griffiths is suggesting that the administrator must be able
to visualize not only what he considers to be a problem, but also he
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must possess enough empathy to recognize a subordinate’s problem.

All

problems need to be solved if the administrator is interested in an
effective organization.
As the empirical information began to accumulate, McGregor
(1960) published a compilation of this evidence into what he called
Theory X and Theory Y.

Theory X is a set of assumptions used by a

manager in his day-to-day functioning.

These assumptions, according

to McGregor (1960, pp. 33-34), are that:
1.
2.

3.

The average human being has an inherent dislike of work
and will avoid it if he can.
Because of this human characteristic of dislike for
work, most people must be coerced, controlled, directed,
threatened with punishment to get them to put forth ade
quate effort toward the achievement or organizational
objectives.
The average human being prefers to be directed, wishes
to avoid responsibility, has relatively little ambition,
wants security above all.
The theory X assumptions are the traditional assumptions that

have been handed down from past generations of supervisors.

They are

the actual applied assumptions used by many in today's supervisory
situations.
in industry.

"Theory X provides an explanation of some human behavior
These assumptions would not have persisted if there were

not a considerable body of evidence to support them" (McGregor, 1971,
p. 40).
Does this wide distribution of Theory X assumptions have an
effect on individuals in their work situation?

McGregor (1971) refers

to many Theory X work situations as places of "deprivation."

He

states, "The deprivation of physiological needs has behavioral con
sequences" (p. 39).

The behavioral consequences on the job take

many forms, some active, some passive, some overt and some covert.
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Whatever the outcome, deprivation does affect the work situation.

Sub

ordinates spend approximately 25 percent of a week's time on the job,
and a major portion of this time directly relates to the production of
goods or the serving of clientele.

If the employee is deprived of his

physiological needs, there undoubtedly is a reaction which may affect
the organization in a number of ways.
There may also be a deprivation of higher-order human needs
such as social and egoistic needs.

McGregor (1971, p. 39) states:

The same is true, although less well recognized, of the
deprivation of higher-level needs . . . [And] we will be
mistaken if we attribute his [the sub-ordinate's] resul
tant passivity, or his hostility, or his refusal to
accept responsibility to his inherent "human nature."
These forms of behavior are symptoms of illness— of
deprivation of his social and egoistic needs.
McGregor (1971, p. 47) suggests that deprivation of human needs
can be corrected with the use of a set of assumptions which he called
Theory Y.
1.

2.

3.

4.
5.

6.

Those assumptions are:

The expenditure of physical and mental effort in work is
as natural as play or rest . . . "work may be a source
of satisfaction."
External control and the threat of punishment are not
the only means for bringing about effort toward organi
zational objectives. Man will exercise self-direction
and self-control in the service of objectives to which
he is committed.
Commitment to objectives is a function of the rewards
associated with their achievement. . . . The most sig
nificant of such rewards are the satisfaction of ego
and self-actualization needs.
The average human being learns, under proper conditions,
not only to accept but to seek responsibility.
The capacity to exercise a relatively high degree of
imagination, ingenuity, and creativity in the solution
of organizational problems is widely, not narrowly dis
tributed in the population.
Under the conditions of modern industrial life, the
intellectual potentialities of the average human being
are only partially utilized.
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The assumptions contained within Theory Y have far-reaching
implications for practical use.
observe their use.

Why, then, is it so difficult to

McGregor (1971, p. 49) states:

The "psychological environment" of industrial management
. . . is so much a part of organizational life that we
are unaware of it. Certain characteristics of our society,
and of organization life within it, are so completely
established, so pervasive, that we cannot conceive of
their being otherwise.
In other words, the management culture that is found in many
industries, schools and governmental agencies is so much a part of
the operation that a change cannot be perceived.

McGregor (1971,

p. 48) illustrates this lack of comprehension by pointing out its
source:
. . . the assumptions of Theory Y point up the fact that
the limits of human collaboration in the organizational
setting are not limits of human nature but of management's
ingenuity in discovering how to realize the potential
represented by its human resources.
The management process is often a "comedy in contradiction" in
that, the wrong components are often held up as portraits of villains.
As mentioned earlier, authority flows up not down, and as McGregor
pointed out, the subordinates' human nature may often receive criti
cism, when the criticism should be leveled at management.

These and

other similar problems have caused many to begin searching for infor
mation regarding this complex subject.
Leaders in educational administration began to develop several
vehicles for the study and distribution of administrative theory.

One

of the first was a series of seminars held under the joint sponsorship
of the University Council for Educational Administration (UCEA) and
the Midwest Administration Center.

These seminars were held at the
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University of Chicago on November 11, 12 and 13, 1957.

As a result, the

Midwest Administration Center published a book, which included the
papers presented at the seminars.

Halpin edited the publication which

was entitled, Administrative Theory in Education.
In the first chapter, Halpin (1958, p. 4) explains the setting
surrounding the development of administrative theory:
In our efforts to develop theory in educational administra
tion, we have been impeded by three substantive problems.
First, we have not been clear about the meaning of theory.
Second, we have tended to be preoccupied with taxonomies
and ha\e confused these with theories. And third, we have
not been sure of the precise domain of the theory we are
seeking to devise.
Halpin uses the phrase "precise domain" in referring to one of
the problem areas of theory development, and he gives clarification to
his use of that phrase:
. . . we have not been sure of the precise domain of the
theory we are seeking. Administration is a practical art,
pursued by men in a world of action. Yet a theory of
administration can be practical only in a limited sense;
it can permit us to declare that if you do X, consequence
A will result; and if you do Y, consequence B will result,
but the theory itself cannot give us information on whether
consequence A or consequence B is more desirable for a given
organization at a given time (Halpin, 1958, p. 9).
A deeper meaning with more complete information is needed if
the "men in a world of action" are to be helped by administrative
theory.

To this end, sociologist, Parsons (1958, p. 41), writes of

an organizational hierarchical structure which contains three systems.
These include "the 'technical' system, the 'managerial' system, and
the 'community' or 'institutional' system."

In the school, the teacher

is part of the technical system, and the superintendent is an element
of the managerial system, which is, partially controlled by the wishes
of the community through the community system.

These systems cause
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interactions and perhaps difficulties to arise, as pointed out by
Parsons (1958, p. 43):

"The managers present specifications to the

technical subsystem, but vice versa, the technical people present
’needs' which constitute specifications to the management. . . . "
The strong emphasis by Parsons on the functioning interaction
between systems is germane, in his opinion, to understanding the impli
cations of the general theory.

The organization being what it is, is

dependent upon several factors:
A formal organization in the present sense, is a mechanism
by which goals somehow important to the society . . . are
implemented . . . but not only does such an organization
have to operate in a social environment which imposes the
conditions governing the processes of disposal and procure
ment, it is also part of a wider social system which is the
source of the "meaning," legitimation, or higher-level sup
port which makes the implementation of the organization's
goals possible. Essentially, this means that just as a
technical organization is controlled and "serviced" by a
managerial organization so, in turn, is the managerial
organization controlled by the "institutional" structure
and agencies of the community (Parsons, 1958, p. 44).
The social structure and its corresponding approval are impor
tant aspects of Parsons' approach to Administrative Theory.

Another

author, Argyris, approached Administrative Theory from a similar view
point.

"Organizations," Argyris (1964, p. 20) notes, ". . . are open

systems with inputs, internal make-up, outputs, and corrective feed
back mechanism."

He continues by saying:

It is our hypothesis that the incongruence between the
individual and the organization can provide the basis
for a continued challenge which, as it is fulfilled,
will tend to help man to enhance his own growth and to
develop organizations that will tend to be viable and
effective (Argyris, 1964, p. 7).
Is it possible to have individual growth and organizational
prosperity in the same organization?

According to Argyris (1964,
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p. 11):

"Our problem is to understand the changes that the organiza

tion (and the individual) will have to make if it is to obtain the
most possible human energy for productive effort."

Thus a link is

established between employee motivation and organizational effective
ness.

The remaining question regards the changes needed in the pre

sent system in order to develop the necessary compatibility.
What changes are necessary in the way organizations are managed?
What changes must the employee or subordinate make?

Argyris (1964, pp.

33-34) states that the organization should provide:
. . . opportunities for work in which the individual is able
to define his immediate goals. Define his own paths to these
goals, relate these to the goals of the organization, evaluate
his own effectiveness, and constantly increase the degree of
challenge at work.
If the employers have these conditions, what responsibilities
are required from the employees?

To answer the question, Argyris feels

that it is necessary for one to understand that many employees must
experience psychological success on the job.

Whatever success is

experienced on or off the job matters only to the organization that
is interested in effectiveness of their operations.

That is, if the

employee can experience psychological success on the job, he will be
more motivated towards that job.

If he experiences psychological suc

cess off the job, only the individual benefits.
an outside interest.

His employer loses to

Of importance, then, is the creation of condi

tions where employees' goals and organizational goals are congruent.
When they are, Argyris (1964, p. 31) states, "the organization's need
to limit the probabilities for psychological success may be understood
by employees. . . . "
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Individuals' needs are important aspects of Argyris' concept of
motivation.

Needs form the foundations upon which motivation was built.

Human needs were also studied and defined by Maslow, who identified five
categories of individual needs:
esteem and self-actualization.

physiological, safety, belongingness,
He said that human needs form a hierarchy

of needs, and physiological needs are the first to appear.

They are

followed by safety needs, which are followed by belongingness needs,
esteem needs and self-actualization needs.
The motivational process is one of need fulfillment.

If the

individual exhibits physiological needs, he will be motivated to satisfy
those needs.

When the physiological needs are somewhat, not necessarily

completely, satisfied, safety needs begin to appear.
is motivated to fulfill those requirements.

Then the individual

As each of the lower order

needs is satisfied, new higher-order needs become important to the indi
vidual.

Maslow (1970, p. 57) clarifies:

"If we are interested in what

actually motivates us and not in what has, will or might motivate us,
then a satisfied need is not a motivator.

It must be considered for all

practical purposes simply not to exist, to have disappeared."
fulfillment have any side effects?

Does need

Maslow (1970, p. 92) concludes:

It is the general clinical finding that the organism, when
fed safety, love and respect, works better, i.e., perceives
more efficiently, uses intelligence more fully, thinks to
correct conclusions more often, digests food more effi
ciently, is less subject to various diseases, etc.
Thus the consideration of human needs, according to Maslow, is
a basic ingredient for producing an effective person.

In fact, when

one recognizes the structure of needs and begins to react to them,
many things are possible.

For example, Maslow (1970, p. 99) illus

trates the ramifications of higher order need in this passage:
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The pursuit and the gradification of the higher needs have
desirable civic and social consequences. To some extent,
the higher the need the less selfish it must be. . . .
People who have enough basic satisfaction to look for love
and respect (rather than just food and safety) tend to
develop such qualities as loyalty, friendliness, and civic
consciousness, and to become better parents, husbands,
teachers, public servants, etc.
Human needs have a direct connection, not only to one's performance of
his daily tasks, but also upon the quality of that performance.
Another researcher, Herzberg (1959, p. 130), investigating the
work situation says, " . . .

apparently the feeling of growth in stature

and responsibility is still the most exciting thing that can happen to
someone in our society."

As satisfaction is applied to the work situa

tion, Herzberg encountered several factors, namely, achievement, recog
nition, the work itself, responsibility and advancement that contributed
to this satisfaction.

If a worker has job satisfaction, it can usually

be traced to one of the above factors, which are called "satisfiers" by
Herzberg.
He found, also, that other factors on the job tend to be job
"dissatisfiers," and they included such things as company policy and
administration, supervision, salary and working conditions.

These

factors are not the opposite of job satisfiers, so in other words,
they can not make one be satisfied on the job, they can only make him
dissatisfied.

For example, salary is a dissatisfier if it is not at

the level one expects; however, if it is at the level one expects, it
is not a "satisfier" because it is earned or deserved for the work it
represents.
Where there are many job "satisfiers" present and available to
employees, there should be many motivated employees.

And as a result
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the quality of work put forth should be excellent.

The Human Relations Aspect
A managerial concept based on the human relations philosophy
emerged during the 1920's and since has increased in popularity:
And as it (the human relations philosophy) became better
understood and appreciated, the effects on the general
health of industry was salutary, causing even more inter
est and study. University curricula began to reflect this
new human relations philosophy in courses [clarity added]
(George, 1968, p. 173).
The human relations philosophy "appears to have arisen in reaction
against scientific management" (Miner, 1973, p. 102).

Unlike the

efficiency theme of scientific management, the human relations phi
losophy stressed the maintenance of relationships.

"The essence of

this viewpoint is that management should become more democratic and
less authoritarian, more humane and less pragmatic, more equalitarian
and less hierarchic" (p. 108).

These thoughts have permeated much of

the writings and theories developed in later decades, e.g., the
Getzels-Guba model, the Managerial Grid and the Tri-Dimensonal Leader
Effectiveness model.
There are many perspectives about the subject of motivation
because the subject is so important to today's work situation and
because there is uncertainty between investigators and practitioners.
There is a movement called "the synthesis" that is bringing the study
of organization factors and individual characteristics into focus.
The Synthesis of Theory and Practice
First Steps
During the mid-nineteen fifties and early nineteen sixties,
some authors began to assemble into one model two components of an
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organization, namely the individual and the institution.

This treatment

gave added emphasis to the important interaction between the two compo
nents and showed their dependent relationships.

Previously, many had

considered the institution independent, but now the synthesis of the
individual-institutional model showed otherwise.
Getzels and Guba published their synthesis model of the organi
zation as shown in Figure 4.

Nomothetic Dimension
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Institution— —

— * R o l e ------ .Expectations

Social
System

L_

n

Observed
Behavior
Individual—

—

Personality—

Need Disposition

J

Idiographic Dimension

Fig. 4.

The Getzels-Guba Model

The space between the nomothetic dimension and the idiographic
dimension represents the incongruence of the two factors, that is,
between the needs of the individual (represented by the word "indi
vidual") and the needs of the institution (represented by the word
"institution").

Other incongruent situations exist between "person

ality" and "role," and "need disposition" and "expectations."
The task of the management is to bring the nomothetic axis and
the idiographic axis into compatibility so that both the individual
with his needs and the organization with its needs can be productive,
effective and efficient.

One of the inherent problems faced by manage

ment in this situation is pointed out by Getzels (1958, p. 154) when
he states that ". . . roles are of course occupied by real individuals,
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and no two individuals are alike."

This individual difference between

workers compounds the difficulties faced by the manager.

Imagine the

job of the school principal if he confronts all 24 teachers in his
school on an individual basis.

Consider, also, the fact that these

are professional teachers with professional problems and circumstances
that may be onerous to solve.
tration can become.

This example shows how involved adminis

It also shows the complexity of the management task

when the Getzels-Guba model is considered.

Motivation and Organization
Once the interdependence of the individual and the institution
(or production) had been established, a way to seriously investigate
its ramifications was identified.

Cloverdale (1973, p. 32), in a study

of teachers (the individual) and their schools (the institution), showed
some outcomes of this interdependence:
Clearly, morale implies some human quality which prompts a
person to produce at maximum output, and without which he
cannot perform at his best. It is associated with a forwardlooking, healthy and confident state of mind and includes
such attributes as persistence, enthusiasm, zeal and pride.
It can usually be increased by favourably modifying any con
dition that will increase job-satisfaction. There is a clear
relationship between teacher morale and pupil achievement.
It becomes obvious that teacher motivation is a serious factor to con
sider when one is interested in providing a quality educational oppor
tunity for the school's clientele.
Cloverdale (1973, p. 33) considers the quality of teachers
(individual) and the relationship it has to the school system (insti
tution) :
. . . any system attracts the quality of persons it deserves,
and . . . the miracle is that so many component and dedicated
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teachers are, in fact, to be found in a profession where,
by and large, management has been for so long so callous
and indifferent to human relations.
During the nineteen seventies, information began to amass
regarding components of the work situation.

Areas such as leadership,

authority, power, management by objectives, and morale were among those
studied.

Because the motivation of individuals overlaps into all of

the above areas, an examination of the available information is given
in the following chapter.

CHAPTER III

THE PRESENT STATE OF MOTIVATIONAL THOUGHT

Organizational Environment

The environment of an organization is composed of many factors
such as leader behavior, the use of authority, the use of power, morale
and conflict.

The application of these factors, perhaps, determine the

basic climate of the organization.

For example, if the supervisor

relies on his position power, a particular climate may be created; if
he does not rely on position power, a differing climate may result.
Because organizations are composed of people, different people
create differing climates.

"With other creatures, man shares an appar

ently deep-seated attribute; we are all social.

The mere presence of

others seems to affect us" (Hampton, Summer and Webber, 1973, p. 139).
Organizations are social structures built by man for particular pur
poses, each having a social order that may affect those who become a
part of it.

How the organization affects its members may depend on

the use or nonuse of organizational factors.
Most individuals would agree that some organizations are
dynamic, ever-changing human inventions.

The one organizational

constant present in organizations is change.

According to Margulies

and Wallace (1973, p. 1):
For the modern organization, the lesson is clear. Given
facts of rapid, unplanned change, a static organization
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cannot survive. Yesterday's successes mean very little in
a world of rapidly changing markets, consumers, products,
values, lifestyles, and so forth. In order to survive,
modern organizations must devise means of continuous self
renewal. They must be able to recognize when it is neces
sary to change, and above all, they must possess the com
petency to bring about change when it is required. Unfor
tunately, while competency in technological matters has
steadily increased, expertise in dealing with the organi
zation as a complex social system has lagged far behind.
The study of the complexity of the organization is a study in
the art of management.

It is, therefore, helpful to study the social

system of the organization so that the management process may be more
completely understood.

The management process is one of the bases for

employee motivation which is at the heart of an effective, efficient
organization.

Leader Behavior
Leader behavior contributes, in many ways, to the organizational
environment.

"Leadership is an amazingly ego-involving activity. . . .

The definitions of leadership generally fail to do justice to the emo
tional component saturating the relationship between leader and group
member" (Fiedler and Chemers, 1974, p. 5).

It is the leader who sets

the tone of interpersonal relationships within the organization.

The

leader may determine the scope of each employee's position, which in
turn may control the duties required of the employee.

The leader may

also determine the amount and degree of interpersonal contacts on the
job.
In a public school, " . . .

the principal is the key factor in

the professional environment of the teacher, according to the research
of Evan Hood" (Ellenberg, 1973, p. 6). The leader determines who the
teacher teaches and often when the teacher teaches— factors that are
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central to the formation of a teacher's professional environment.

The

affect of leader behavior may run deep into the fiber of the organiza
tion.

"How the manager behaves toward his subordinates affects labor

turnover, employee satisfaction, and, of course, performance" (Fiedler
and Chemers, 1974, p. 40).
Leadership styles, as seen through the behavioral approach, can
be classified as autocratic, bureaucratic, diplomatic, participative or
free-rein" (Owens, 1972).

From each style a particular climate between

the superior and the subordinates may develop.
The autocratic leader uses the authority of his position.

"He

is frankly authoritarian, knows what he wants done, and how; 'tells'
people what their work-assignments are, and demands unquestioning
obedience" (Owens, 1972, p. 229).
The bureaucratic leader is an organizationally structured leader.
His directions and orders stem strictly from the organization's policies,
techniques and standard-operating practices.

"He manages entirely 'by

the book,' and no exceptions are permitted" (Owens, 1973, p. 229).

With

the growth of large-scale organizations, bureaucracies are flourishing.
As units of individuals, equipment, and supplies are welded together,
new layers of administration are formed.

According to Levinson, bureauc

racies create a unique organizational atmosphere:
In the bureaucratic regime the formal hierarchy is protected
from elements of a nonrational nature through the impersonal
proliferation of fixed rules and regulations and standard
ization of procedure . . ., administrators within this system
have an insatiable appetite for specific policies, plans,
and procedures by which all administrative practice within
the system are routinized (Kimbrough, 1968, p. 55).
"The diplomatic leader is an artist who, like the salesman, lives
by the arts of personal persuasion" (Owens, 1972, p. 229).

He sells his
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point of view.

Thus, each time he has a job that must be completed, he

must select the path that will convince his subordinates that they
should act.
The participative leader shares his position power with his sub
ordinates.
process.

He allows them to become involved in the decision-making
Freedom of individual action characterizes the environment

created by the participative leader.
The free-rein leadership style, sometimes referred to as the
laissez-faire type, is actually a condition where the lack of leader
ship is prevalent.
which to operate.

Subordinates are given certain boundaries within
However, control and supervision are not concen

trated on any aspect of the situation so boundaries are violated with
out repercussion.

Events are allowed to happen as long as they do not

interfere with the normal operation of the organization.
An integrated concept of leadership is illustrated in the
Managerial Grid developed by Blake and Mouton.
each style, two planes were created:

Rather than naming

a vertical plane, which repre

sents concern for people and a horizontal plane, which represents
concern for production.

Points are plotted on the grid, named by

location, and described by the characteristics found at that point.
The 9,1 point (9 on the horizontal plane, concern for production,
and 1 on the vertical plane, concern for people) is a management
style that shows high concern for production, and a low concern for
people.

This type of management relies on "getting the job done at

any cost."
ation.

People and their problems receive very little consider

In fact, individuals are considered factors of production,
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as are machines.

"Thus, it is not surprising that topics such as con

flict, creativity, and commitment receive little attention" (Blake and
Mouton, 1964, p. 18).
In contrast, the 1,9 managerial style shows low concern for
productivity and high concern for people.

"This managerial style, in

other words, focuses on how to arrange conditions of work which will
permit people to fit them with comfort, ease and security" (Blake and
Mouton, 1964, p. 58).
The Managerial Grid illustrates what are called a 5,5 and a
1,1 management style.

The 5,5 style is half way up the nine point

scale on both horizontal, production plane and vertical, people plane.
This individual shows some concern for both production and people.
Whereas the 1,1 style shows little concern for either production or
people.
The supervisory approach under 1,1 is to put people on jobs
and to leave them alone. He does this by letting people do
their work as they see fit. He does not pester them. "Don't
put your hand in a hornet's nest," is a motto characteristic
of a manager who operates in the 1,1 direction. His adminis
trative responses are of minimum movement, enough to get the
pressure off his back, but little more (Blake and Mouton,
1964, p. 86).
In the search for factors relating to the phenomenon of leader
ship, McGregor (I960, p. 182) lists the following as characteristics
which enter into the picture:
(1) The characteristics of the leader; (2) the attitudes,
needs, and other personal characteristics of the followers;
(3) characteristics of the organization, such as its pur
pose, its structure, the nature of the tasks to be per
formed; and (4) the social, economic, and political milieu.
Leadership, according to McGregor, exists within the constraints
of a particular organization.

Because individual attitudes, needs and
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characteristics are all different, organizations by their very nature are
all different.

Therefore, few organizations call for the same combina

tion of leadership characteristics.

According to Knezevich (1975, p. 87),

"A leader is a product, not of specific or universal characteristics pos
sessed by all such persons, but of his functional relations to specific
individuals in a specific situation."

If leadership is the product of

a situation, how is the leader's effectiveness judged?
Leadership theorists such as Fielder and Chemers (1974, p. 81)
state:

". . . leadership effectiveness depends upon the leader's style

of interacting with his group members and the favorableness of the
group-task situation."
Extensive research into situational management has been con
ducted by Hersey and Blanchard.

Their leadership model includes a

"Task Behavior" dimension, similar to the concern for productivity
plane found in the Managerial Grid, and a "Relationships Behavior"
dimension similar to the Managerial Grid's concern for people plane.
Hersey and Blanchard (1972) have added a third dimension called the
"Effectiveness Dimension" as shown in their model in Figure 5.
The essence of the model is characterized in this statement
by Hersey and Blanchard (1972, p. 84):
If the effectiveness of a leader behavior style depends upon
the situation in which it is used, it follows that any of the
basic styles may be effective or ineffective depending on the
situation. The difference between the effective and the inef
fective styles is often not the actual behavior of the leader,
but the appropriateness of this behavior to the situation in
which it is used.
The effective leader demonstrates appropriate behavior in a
given situation.

If the situation calls for "high task and low rela

tionships" behavior, as depicted in the lower right quartile of the

Fig. 5.
CSource:

Tri-Dimensional Leader Effectiveness Model.
Paul Hersey and Kenneth Blanchard, Management
of Organization Behavior (Englewood Cliffs,
N.J.: Prentice Hall Inc., 1972), p. 84.)
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Tri-dimensional leader effectiveness model, other behaviors would be
inappropriate, thus ineffective.

If the situation calls for "High

Relationships and Low Task" behavior, that would be the appropriate
behavior for an administrator to exhibit.

In other words, the manager

should analyze each work situation, so that the appropriate behavior
can be determined.

Hersey and Blanchard (1972, p. 86) explain further:

A model such as the Tri-Dimensional Leader Effectiveness
Model is distinctive because it does not depict a single
ideal leader behavior style that is suggested as being
appropriate in all situations. . . . In basically crisisoriented organizations like the military or the police,
there is considerable evidence that the most appropriate
style would be high task and low relationships, since
under combat, riot, or emergency conditions success often
depends upon immediate response to orders. But once the
crisis is over, other styles might become appropriate.
The Tri-Dimensional Leader Effectiveness Model is an example of
the current thrust given to leadership theory.

The effort encompasses

a synthesis of leadership theory with motivational activities, with job
design and with organizational development.

An integration of ideas is

emerging that includes Blake and Mouton's Managerial Grid, Maslow's
Hierarchy of Needs, Herzberg's Hygiene-Motivation Theory, Argyris'
Immaturity-Maturity Theory and so on.

This amalgamation of theory

is fostering a realization that motivation, leadership, management
and organizational development cannot be accomplished, as once thought,
by the mere application of a single "cookbook type" theory.

Rather,

motivation jLs^ leadership; motivation i£ organizational development;
motivation

the use of power; motivation is_ coercion and all organi

zational factors do affect an institution and its people.
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Authority
The use or nonuse of authority has a general effect on the orga
nizational environment.

The varying degree of its application upon the

individual employee can directly influence motivation.
McGregor (I960, p. 20):

According to

"The success of any form of social influence

or control depends ultimately upon altering the ability of others to
achieve their goals or satisfy their needs."

Thus, an understanding

of the sources of authority and an understanding of the judicious use
of authority are very helpful to the administrator concerned with
employee motivation.
Authority stems from two sources; they are position authority
and acceptance authority (Haimann and Hilgert, 1972).

Position author

ity is delegated authority, that is, authority given a subordinate by
a superior.

Acceptance authority is authority gained by a superior

from the willing acceptance of him as an authority figure by his sub
ordinates.

This type of authority is a crucial element in the moti

vational process.
The use of authority stems from the manager’s assumptive base
for its use.

If the manager views the use of authority as necessary

or needed, as in McGregor's Theory X, he would naturally rely on the
use of authority because his personal assumptions call for its use.
However, if the supervisor's assumptive base is familiar to McGregor's
Theory Y, authority is used differently.
The use of authority is currently undergoing a transformation,
as shown by Haimann and Hilgert (1972, p. 35):
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Every successful supervisor knows that in order to persuade
and motivate his workers to perform their required duties,
it usually is best not to rely on formal authority (posi
tion authority) but to utilize other approaches. . . . As
a matter of fact, in practice it has come to the point
where most supervisors prefer not even to speak about
their authority. They prefer to speak of "responsibility,"
"tasks" or "duties" which they have instead of stating that
they possess authority [clarification added],
Gorton (1972, p. 308) notes one of the many difficulties con
nected with the transformation process.

He states:

Many school administrators, of course, still issue orders,
make decisions, and behave as though the educational climate
today were the same as in the past. However, the wise admin
istrator will make few assumptions about his authority to act,
and he will carefully and objectively examine his own situa
tion to determine the limits and strengths of those aspects
of his authority which rest on tradition or perceived
legitimacy.
The transformation involves a change in the attitude of employees
towards the use of position power.
nation's public schools.

This is especially true of the

Teachers are more militant, more apt to ask

"Why" or to question the application of position authority.

Does this

mean that administrators should back away from the use of authority?
McGregor (1960, p. 56) suggests that they turn to Theory Y assumptions:
Acceptance of Theory Y does not imply abdication, or "soft"
management, or "permissiveness" . . . such notions stem from
the acceptance of authority as the single means of managerial
control. . . . Theory Y assumes that people will exercise
self-direction and self-control in the achievement of organi
zational objectives to the degree that they are committed to
those objectives.
Authority and employee commitment, according to McGregor (1960), should
be considered together by the manager, as he studies the use of author
ity within his organization.

The manager, perhaps, should understand

that each organization is unique, but that in many organizations
authority may influence the climate of the organization.
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Power
"Power may be defined as the capacity of an individual to
restrict the alternatives available to other people to those of his
choosing" (Reeser, 1973, p. 163).

The key words in the definition

are "restrict the alternatives available to other people."

This

"ability to restrict" usually applies to the individual employee
while on the job, but may apply to other periods of time,i.e., oncall status, reserve status and so forth.

Power may also indirectly

restrict many other relationships, e.g., the power associated with
friendships, the power of close relatives and so on.
French and Raven’s research defined five power sources, they
include:
1.
2.
3.

4.
5.

Reward power, based on a subordinate's perception that a
superior has the ability to mediate rewards for him.
Coercive power, based on a subordinate's perception that
a superior has the ability to mediate punishment for him.
Legitimate power, based on internalized values which dic
tate that there is a legitimate right to influence and an
obligation to accept this influence.
Referent power, based on the desire of a subordinate to
identify with a superior.
Expert power, based on a subordinate's perception that a
leader has special knowledge or expertise (Hampton, Summer
and Webber, 1973, p. 154).
The source of power often determines how the power can or will

be used in a given situation.

Reward power can be used effectively

when the superior issues orders or directions.

Legitimate power can

be practiced by the elementary school teacher as students receive
their assignments.

Expert power can be used by the school superin

tendent who holds an earned doctorate.
In the past few years, with the advent of collective bargain
ing, many administrators have lost the reward and coercive powers
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they once possessed.

School principals find it increasingly difficult

to maintain referent power because the process of teaching and the
development of subject matter is becoming more specialized.
Power with its many applications to the work situation has a
profound affect on organizational environment.

Its controlling influ

ence over the very lives of many employees is tremendous.

For example,

a school district can require certain "attire of professional employees
during the hours when school is in session . . . "

(Seity, 1973, p. 3).

Not only is attire controlled by some employers, but some also control
area of residence.

The use of power has an obvious influence on

employee motivation.
An organization is actually two organizations if one considers
the formal organizational structure along with the informal structure.
The informal structure is an organization that obtains its formation
around informal relationships, i.e., a social group, lunch-break group
and so forth.

The informal group has its leaders, its structure and

its rules.

As the informal group grows and matures, it gains stature

and power.

The power of the informal group may be substantial because

it often avoids the requirements of the formal organizational structure,
thus allowing new forces to bring pressure on areas previously not
accessible.

Through the informal organizational structure, there may

be a transfer of power from formal leaders to informal leaders.
ters of power within an organization can therefore be misjudged.

Cen
When

this happens there may be some unintended consequences as pointed out
by Rosen (1973, p. 61):
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By now it should be clear to the reader that informal groups
develop in all organizations and they may work either for or
against organizational goals. In addition, their activities
and internal dynamics can produce unintended consequences
harmful to the members, the larger organization, or both.
Power in all of its varieties has a profound impact in the indi
vidual, his productivity, and his outlook.

The use of power is another

element that makes up the complex structure called the organizational
environment.

Management By Objectives (M.B.O.)
Management By Objectives (M.B.O.) is a program that takes into
account many of the complex organizational factors that affect operations.
According to Raia (1974, p. 11), Management By Objectives can be broken
down in three components.

The first is a philosophy:

Management by objectives is, first of all, a philosophy of
management. It is a philosophy which reflects a "proactive"
rather than a "reactive" way of managing. The emphasis is on
trying to predict and influence the future rather than on
responding and reacting by the seat of the pants. It is also
a "results-oriented" philosophy of management, one which empha
sizes accomplishments and results.
Management by objectives can be termed a process:
Management by objectives is also a process consisting of a
series of interdependent and interrelated steps:
(1) the
formulation of clear, concise statements of objectives;
(2) the development of realistic action plans for their
attainment; (3) the systematic monitoring and measuring of
performance and achievement; and (4) the taking of the cor
rective actions necessary to achieve the planned results
(Raia, 1974, p. 11).
Management by objectives can be called a system:
. . . management by objectives is a system of management
designed to facilitate planning and organizational control,
organizing and assigning tasks, problem-solving and decision
making, and motivation and self-control, as well as other
important management functions and activities (Raia, 1974,

p. ID.
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The essence of M.B.O. is planning, that is, the deliberate cal
culation of services to be rendered, which are termed objectives.

These

objectives are studied so that they are completely understood, including
the various implications that arise from them.

Resources are then allo

cated to the activities that will accomplish the stated objectives.
Objectives may be broken down into sub-objectives if it is not
feasible for one department, division or section to see the objective
through from inception to completion.
are assigned to each objective.

Funds, equipment and personnel

Thus, all components of the organiza

tion are dedicated to an objective activity.
The planning process is explained by Raia (1974, p. 17):
Upper-level managers formulate the specific objectives they
plan to attain. These are generally concerned with each
manager's (or group's) own area of responsibility and are
consequently somewhat narrower in scope than the overall
organizational goals. Once approved by top management, the
objectives of each manager are communicated by him to his
subordinates. The subordinates, in turn, go through essen
tially the same procedure of translating their superior's
goals into required action and formulating objectives in
their own areas of responsibility.
Once the objectives are determined "action plans" are developed:
While a clear set of objectives reflects the "ends" of man
agerial performance, well-conceived action plans provide the
"means" for their attainment. Action planning involves
determining what, who, when, where and how much is needed
to achieve a given objective (Raia, 1974, p. 17).
The following example, given by Raia (1974, pp. 163-168), shows
how a school district, might apply M.B.O. techniques to its operations:
The superintendent and several key administrators, including
two school principals, participated in the initial planning
of the change effort. The first phase of the effort was
aimed at developing an understanding of and some insights
into the nature and process of managing by objectives, . . .
The superintendent prepared a preliminary statement on "The
Need for Management by Objectives" and distributed it widely
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throughout the district. . . . After a series of discussions
with the relevant parties, he then outlined the basic plan
proposed by the initial planning group. . . . At the end of
the presentation and discussion period, each participant was
asked to give his idea of the potential personal, school or
departmental, and district advantages and disadvantages of
the MBO approach. Small groups were then formed and asked to
develop a group list which reflected the views of their indi
vidual members. The total group then met to discuss the small
group lists and strive for a consensus. . . . The second phase
of the change effort continued through the summer months.
With the help of the consultant, overall district goals were
formulated and priorities for the coming year established.
Specific objectives were also developed for the district staff
and for each school for the 1969-1970 school year. The empha
sis was on formulating well-stated objectives and action plans
for each management position in the district. The MBO planning
group also completed its assignment during this period. The
results of their efforts included a schedule of progress
reviews for the remainder of the school year, a plan to conduct
two "sensing" sessions, one in December and the other in May,
to evaluate the MBO program, and a preliminary plan to involve
teacher, student, and community groups in establishing district
goals and priorities for next year. The emphasis in the next
phase was on getting greater teacher and community involvement
in the goal-setting process. A series of three evening meetings
were scheduled for the month of June. In attendance at each
meeting were approximately 95 representatives from the Board of
Education, the Parent-Teacher-Student Association (PTSA), the
Faculty Council, The Citizens Bond Committee, and other commu
nity groups. The first session was devoted to developing an
understanding of MBO and how it was being used in the district,
and reporting to the community-at-large on how the district had
performed relative to its 1969-1970 objectives and plans.
Under a Management By Objective philosophy, a school district
may be in a unique position to obtain commitment from employees and
the community served.
of the school district.

The M.B.O. plan charts the direction and future
Built-in evaluations are an integral part of

the system, and adjustments to the plan are allowed when needed.

Staff Morale
"Morale can be defined as the state of mind and emotions of
employees. . . . Morale consists of attitudes of individuals and
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groups toward their work, their environment, the management, and the
enterprise" (Haimann and Hilgert, 1972, p. 308).

Morale is an intan

gible condition evidenced when the behavior of the individual is
analyzed.

Individuals, because they are individual, like and dislike

many of their worksite conditions.

These in turn cause them to have

a mind set called "Morale."

Morale ranges on a continuum from high or

positive to low or negative.

"Supervisors may believe that morale is

something which can be either present or absent among their employees.
Actually, morale is always present in some form" (p. 308).

One should

be aware of morale factors when supervising any subordinate, even when
the subordinate is a highly trained professional, e.g., an engineer,
teacher or scientist.
According to Haimann and Hilgert (1972, p. 310), morale factors
can be placed in two broad classifications:

"The first group of factors

has its primary source in situations which are external to the organiza
tion; the other source lies mostly within the realm of daily supervisory
practices."

Thus, there are external factors and internal factors that

influence individual morale.
Management finds few resources available when responding to
external factors.

Many more resources become available when internal

morale factors are encountered.
each affects the individual.

Nonetheless, each is important because

The effects upon the individual may be

surprisingly different depending on the person involved.

The individual

being a unique person, may react in a manner which may be completely dif
ferent from that of a peer.

Perhaps morale, though often considered a

group phenomenon, is a very personal phenomenon.
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The supervisor may find that the work situation is often influ
enced by external morale factors.

Such modern-day phenomena as world

and national affairs, driving conditions, divorce rate and other family
problems, are but a few of the external morale influences individuals
bring to their work.

These are factors that cannot be ignored because

they do affect employees' productivity and attitude.

The supervisor,

therefore, is placed in an extremely awkward predicament because he
lacks control over those factors.

Haimann and Hilgert (1972, p. 311)

offer this suggestion:
One of the best ways to erase or reduce the effects of an
outside occurrence that depresses morale is to encourage
the employee to talk about it freely. In so doing, the
supervisor finds out what happened, and he may help the
employee develop alternatives if asked to do so.
Alcoholism is an excellent example of a substantially personal
condition which often contributes negatively to the work situation.
The Kemper Insurance Company (n.d., p. 3), along with other organiza
tions, has established an alcoholism policy, which in part says:

"The

objective of this policy is to retain employees who may develop alco
holism by helping them to arrest its further advance before the condi
tion renders them unemployable."

This policy of active assistance

requires that each supervisor be able to "identify employees having
alcoholism and other behavioral-medical problems" (p. 3).

This pro

gram recognizes how important a personal problem may be to the work
situation and how important it may be for an organization to aid in
its solution.
The internal morale factors being controlled, as they are, by
the organization are somewhat easier to influence.

The maintenance
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of morale, often relates to the individual supervisor's actions and
attitudes as pointed out by Haimann and Hilgert (1972, p. 312):
. . . the most significant influence upon morale is exercised by
the supervisor himself in his day-to-day immediate relationships
with his employees. His overall approach to supervision, direc
tion, and leadership, and his general attitude more than any
thing else, will determine good or poor morale.
How can the supervisor, in this case a school administrator,
increase teacher morale?

Benjamin Strickland, quoted by Ellenberg

(1973, p. 7) gives ten significant factors that have a tendency to
increase teacher morale, they are:
. . . cooperation and helpful co-workers, helpful and cooper
ative principal, appreciative and cooperative parents, ade
quate supplies and equipment, freedom in classroom teaching,
respectful pupils, adequate school plant, pupils interested
in school work, helpful supervisor, and well-organized school
with formulated policies.
Six of the above ten items are within the direct control of the
school administration.

Each of the six can be influenced even at the

lowest level of management.
supply and equipment budgets.

The building principal often determines
He is often directly involved in the

approval, ordering and maintenance of those supplies and equipment.
He, alone, determines if he is going to be cooperative and helpful.
Ellenberg (1973, p. 8) provides further insights into actions
that can be taken by the administrator to maintain morale:
. . . the administrator should keep lines of communication open
at all times between himself and his staff, as well as within
the staff. . . . The principal should be careful to demonstrate
his respect for the teacher as an individual and as a profes
sional person qualified to do the job for which he was hired.
Staff morale is obviously a cornerstone to motivation that must
be nurtured and maintained, and "it should be clear that the adminis
trator plays a significant part in the establishment and maintenance
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of morale among the staff of a school" (Ellenberg, 1973, p. 8).

The

administrator should be able to foster high morale among his staff if
he practices prudent and positive morale management.

Conflict and Threat
Roadblocks to motivation often result from conflict and threat.
Thus, conflict between two people, or psychological threat on the job,
can pose serious problems for the supervisor.

A brief look at the

various components of conflict and threat may give the supervisor an
appreciation for both situations.
Conflict can be placed on a continuum ranging from competitive
conflict to descriptive conflict.

According to Filley (1975, pp. 2-3):

In competitive situations there can be a victory for one party
only at the cost of the opponent's total loss. . . . The empha
sis of each party is upon the event of winning . . . In the
disruptive conflict, on the other hand, the parties do not fol
low a mutually acceptable set of rules and are not primarily
concerned with winning. Instead, they are intent upon reduc
ing, defeating, harming, or driving away the opponent. The
means used are expedient, and the atmosphere is one of stress,
anger or fear.
The climate surrounding conflict may determine the approach
taken by the participants.
are resources scarce?
differing interests?

Are there abundant resources available or

Do the participants have similar interests or
The climate in which conflict is found may

determine whether the conflict is classified as disruptive, as a
disagreement, as problem-solving or as competitive.
If the conflict can be moved into the problem-solving realm,
participants will be placed in a position where both gain from the
outcome, rather than one necessarily losing.
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The use of "Win-Win" strategies will aid the resolution of con
flict.

The "win-win problem-solving strategies focus initially on ends

or goals rather than on obvious and sometimes unnecessary alternatives"
(Filley, 1975, p. 25).

The parties must be able to gain from an out

come :
If the parties assume that the gain of one is the loss of
the other, the process of resolution is one in which the
parties use their energies against each other.
If the
parties employ problem-solving methods, they use their
energies to defeat the problem (Filley, 1975, p. 26).
Filley (1975, pp. 27-30) suggests that the problem-solver
approach a conflict using the following methods:
1) I want a solution which achieves your goals and my
goals and is acceptable to both of us. . . .
2) It is our collective responsibility to be open and
honest about facts, opinions, and feelings. . . .
3) I will control the process by which we arrive at
agreement but will not dictate content.
Once a goal is established that is mutually acceptable to both
parties of the conflict, their energies can focus on arriving at that
solution.

Certain attitudes and beliefs are a necessary part of any

conflict-resolution:
Belief in cooperation rather than competition. . . . Belief
that everyone is of equal value. . . . Belief in the views
of others as legitimate statements of their position. . . .
Belief that differences of opinions are helpful. . . .
Belief in trustworthiness of other members (Filley, 1975,
pp. 62-67).
If members to the conflict can accept these beliefs, the solution
becomes a process of give and take.
Unexpected change is, perhaps, a frequent source of threat in
the work situation.

Most individuals require a certain degree of

predictability and routine in their everyday lives.

Many individuals
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have developed a pattern which to them is successful and when change,
especially unexpected change, is introduced, the possibility of fail
ure is placed before them.
Unexpected change can be minimized through an adoption of an
open, factual communication system— a system of information that
reduces the need for rumor and grapevine communications.

Dowling

and Sayles (1971, p. 201) outline the importance of communications
to the manager:
For the manager, the communications process involves much
more than simply expressing his ideas accurately and pre
cisely, difficult as that may be on occasions. Ninetenths of the time, when he communicates on the job he's
not gossiping— he's working. What he has to say is a
prelude to action— telling someone what to do or trying
to persuade him to do it.
The manager communicates in many ways, and the possibility of
communicating threats can be one of the results.

An awareness of

threat and an awareness of what a threat situation does to a sub
ordinate are important considerations when management is developing
a motivational environment.

How Work Affects Individuals
Many individuals are actively employed or self-employed for
40 or more years of their lives.

Most of those individuals must work

to support themselves and others who may be dependent on them for sub
sistence.

What affect does this work have on the worker?

Research into the affects of work on persoiaality, attitudes
and other human attributes is in its infancy.
indications that the influence may be profound.
Levinson (1973, pp. 27-28):

However, there are
According to
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Work serves different purposes for different people, but for
all it is a major device to maintain psychological equilib
rium. . . . The relationship of a man to the organization in
which he works becomes of critical psychological importance.
The organization psychologically recapitulates the family
structure of the culture in which it is found, and employees
evolve both conscious and unconscious psychological contacts
with organizations as devices to maintain their psychological
equilibrium.
In a culture that stresses the dignity of work and the reput
ability of the working man, the work does not only give the worker
status and position, but also may determine who his friends are,
what social events he attends, and where he lives.
and form the behavior of the individual.

Work can shape

Argyris (1968, p. 152)

points out that work which includes directive leadership can cause
workers to become "passive, dependent, subordinate, and submissive."
On the other hand, if subordinates are subjected to participative
leadership, they may become self-fulfilling, self-directed individ
uals.

Therefore, the way individuals behave is often a matter of

treatment. Individuals may behave as they are expected to behave.
Each individual has a hierarchy of needs, many of which
receive satisfaction on the job.

Thus the need-satisfying capacity

of a job may determine, in part, how the job will affect the employee.
Just how important is this need gratification to the individual?
Maslow (1970, p. 92) states:

". . . the basic needs . . . stand in

a special psychological and biological status. . . . They must be
satisfied or else we get sick."

Many of the basic needs are ful

filled because of one's employment, e.g., a sense of security can
be formed, basic necessities provided, and social links established.
All of these center around having a job.

Especially in certain parts
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of the American society where the non-working individual is often
looked upon with suspicion.

The Individual and the Organization
If one accepts the fact that working conditions affect the
individual the next step is to search for a process that might pro
vide for the development of congruence within the relationship.

The

key to the process, perhaps, can be found when the answers to the
following questions are fully understood.

How can individuals be

selected so that they are compatible with an organization?

How can

organizations be formed so that they are more compatible with the
individual worker?

How can the individual and the task he performs

be made more harmonious?
Morse and Lorsch (1973, p. 48) suggest, through the applica
tion of the "Contingency Theory," how one might bring the individual
and his job into closer compatibility:
1) Human beings bring varying patterns of needs and motives
into the work organization, but one central need is to
achieve a sense of competence.
2) The sense of competence motive, while it exists in all
human beings, may be fulfilled in different ways by dif
ferent people depending on how this need interacts with
the strengths of the individuals' other needs— such as
those for power, independence, structure, achievement,
and affiliation.
3) Competence motivation is most likely to be fulfilled
when there is a fit between task and organization.
4) Sense of competence continues to motivate even when a
competence goal is achieved, once a goal is reached,
a new, higher one is set.
Morse and Lorsch (1973, p. 48) continue:

". . . one important implica

tion of the Contingency Theory is that we must not only seek a fit
between organization and task, but also between task and people and
between people and organization."
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Morse and Lorsch (1973, p. 47) suggest that one cannot merely
apply Theory X or Theory Y principles to all situations and expect to
explain organizational efficiency or employee motivation:

. .we

clearly need something other than Theory X or Theory Y assumptions
to explain the findings. . . . "

The findings of their study showed

that in one high-performing organization, the operational orientation
was tightly controlled with a high degree of structure.

In another

high-performing organization, structural orientation was considered
low.

Also, when the characteristics of superior-subordinate relations

were compared in these high-performance organizations, one was found
to be a directive, low-freedom type; the other was a participatory,
high-freedom type.

Why were these organizations equally productive?

Why wasn’t the organization that applied the Theory X assumptions
less productive than the organization that applied Theory Y assump
tions?

The answer, according to Morse and Lorsch (1973, p. 48):

The people in the Akron plant seemed to be very different
from those in the Stockton laboratory in their underlying
attitudes toward uncertainty, authority, and relationships
with their peers. And because they had different need pat
terns along these dimensions, both groups were highly moti
vated by achieving competence from quite different activities
and settings.
The inference here is that some workers, because of their per
sonal psychological make-up, are highly motivated under conditions
similar to those created under Theory X assumptions.

But other indi

viduals would find those kinds of working conditions stringent and
intolerable.

Frederick Lippert (1975, p. 317) agrees:

Given that there exist both a broad range of individual dif
ferences and a myriad number of possible states of the
environment, it would be foolish to make any simplistic
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prediction that person "A" will always give the same
response, or that in a given environment, say Type "1,"
all persons will behave in a similar fashion.
Higgins (1975, p. 344) looks at what he calls "proper fit."
Effective organizational performance is the result of a
"proper fit" among a number of factors: organizational
structure and climate (including managerial behavior),
the nature of tasks to be performed (including the degree
of routinization of tasks) and the people that make up
the organization (including their needs and motivations).
Higgins (1975, p. 354) explains the importance of developing an
engineering approach to "proper fit":
An engineering approach to filling organization, tasks and
people (designing structure and tasks to fit the needs of
people and then placing the right people in the right jobs),
must be back-stopped by what Douglas McGregor has called an
"agricultural" approach. The basis of this agricultural
approach lies in providing an organizational climate where
individual growth and development can occur.
Fiedler (1975, p. 373) views leadership the same way:
We know that people differ in how they respond to management
situations. Furthermore, we know that almost every manager
in an organization can perform effectively, providing that
we place him in a situation that matches his personality,
providing we know how to match his training and experience
to the available jobs— and providing that we take the trouble.
Fiedler implied that managerial assignments may not now be
determined by matching the individual and the task to be performed.
Thus, a potentially effective leader may be placed in a situation
where his effectiveness cannot be utilized.

Higgins suggests that

individuals, tasks and organizations be designed to fit compatibly
so that improper assignments can be avoided.

"Proper fit" is a match

ing process that accounts for the variability in human needs (physical,
safety, social, esteem and self-realization), the task to be performed
(economic, career, working conditions and interpersonal relationships)
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and the organizational environment (economic, career, working conditions
and interpersonal relationships).
The formation of a compatibility triad can be considered as the
first step in the development of job harmony and worker motivation.
The components of the triad are, of course, compatible.

This means

that for each individual, it would be necessary to construct a separate
triad.

An example of the triad make up is shown in Figure 6.

NEEDS OF
AN EMPLOYEE

TASK FACTORS
MOST SOUGHT-AFTER
LEAST SOUGHT-AFTER

I
1
|

Fig. 6.

[

ORGANIZATIONAL FACTORS
MOST SOUGHT-AFTER
LEAST SOUGHT-AFTER

The Organizational Triad

The above proposition is the base upon which the following study
was undertaken.

The necessity for developing a scheme capable of iden

tifying and establishing the components of "proper fit" was recognized.
Organizational Triads consisting of compatible individual, task and
organizational factors were developed so that increased understandings
of the interplay between factors would be available.

This is but one

step forward in the development of a more adequate theory of motiva
tion.

According to Morse and Lorsch (1973, p. 49):

The basic deficiency with earlier approaches is that they
did not recognize the variability in tasks and people. . . .
Any adequate theory of motivation and organization will
have to take account of the contingent relationship between
task, organization, and people.
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The School System and Its Culture
A school system In the American culture is a complex network of
students, teachers, administrators and other professional and semiprofessional personnel:
In trying to understand such a complicated human network as a
school system, it is insufficient to characterize its organi
zational structure as more or less authoritarian. There can
be many variations in organizational structure, and these
variations are important in terms of the pattern of human
functioning. Likewise, similar organizational structures
can be inhibited by different kinds of people, and this too
is important. The interaction between structure and indi
viduals must be our focus [emphasis added] (Sarason, 1971,
p. 231).
Part of that focus is the objective of this study.
interaction process will be undertaken.

An analysis of the

The data gathered will be

used to construct models which may clarify and add meaning to the
complicated human network found to exist in attempts to motivate
teachers

CHAPTER IV

DESIGN AND METHOD OF STUDY

Contingency Theory of Motivation

Motivation, according to the contingency theory, centers around
obtaining a congruency of three worksite factors, namely the individual,
the task and the organization.
Previously, little time and effort have been devoted to the
identification of the possible congruent relationships that might
exist among these factors.

Also, little thought has been put into

the development of an approach to obtain the needed information.
This study initiates research into both areas.
A measure of the congruency sought can be obtained by using the
individual, task and organizational analysis methods developed herein.
The procedure begins with an analysis of the individual’s characteris
tics to determine the extent of his personal needs.

After his need

characteristics are determined, compatible task-organizational employ
ment is sought.
When an individual is placed on the job as a result of this
approach, a compatible, motivated work situation may develop because
many of the human needs of the worker may be fulfilled either by the
task he is performing or by the organizational environment in which
he works.

Motivation, in this instance, may have an opportunity to
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grow, and as a result, perhaps a climate conducive to employee growth
and development can be maintained.
The development of a workable technique for the identification
of congruent worksite factors was the primary objective of this study.
To this end, a method of evaluating an individual’s needs and his
desired task-organizational environment was developed.

Human Needs
To be able to utilize the contingency theory, a method was
needed to classify individuals according to their personal need
structure.

For that purpose, Maslow's Hierarchy of Needs concept

was adopted.

"Since its initial publication, (Maslow’s) Need Theory

has become one of the most prominent theories of work motivation in
the motivation literature" (Filley, House and Kerr, 1976, p. 184).
The theory is based on a hierarchy of needs that include physiologi
cal, safety, belongingness (social), esteem and self-actualization
(self-realization) needs (Maslow, 1970).

According to the theory,

each personality is a combination of these needs which are in a
state of being either unsatisfied, partially satisfied, or momen
tarily satisfied depending on the amount of need gratification cur
rently possessed by the individual.

Each of Maslow's five categories-

of needs was used to classify and distinguish individuals utilized in
this research.

Task and Organizational Factors
The contingency theory also relies on accurate information
about an individual's desired task and organizational factors.
Therefore, eight task-organizational areas were included for
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investigation in this study.

They included task economic benefits,

task career development, task working conditions, task interpersonal
relations, organizational economic benefits, organizational career
development, organizational working conditions and organizational
interpersonal relations.

These areas were selected because they are

generally observable by teachers and because they are generally
definable for research.
into nine categories:

According to Reif, rewards can be classified
working conditions, self-actualization, secur

ity, compensation, autonomy, social, esteem, direct economic benefits
and indirect economic benefits (Reif, 1975).

To narrow the field of

research only four task and four organizational variables were used.
Information was collected from respondents on each of the represented
categories.

For example, each respondent was asked to compare promo

tional opportunities with seniority and tenure rights, and educational
opportunities with adequate work space and so on.

The use of this

technique allowed a numerical task-organizational profile to be con
structed for each respondent.

Development of the Instrument
A questionnaire was constructed to gather information from the
sample group.

The instrument called the Individual-Organizational

Analysis Questionnaire consisted of twenty-two paired or forty-four
single statements (see Appendix A).

The respondents, in completing

the questionnaire, were asked to distribute five points between each
pair of statements.

The distribution was to be based on their per

sonal preference for the statements.

Of the three categories of

statements, twenty statements of need factors were paired, twelve
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statements of task factors were paired, and twelve statements on organi
zation factors were paired.

When averaged, the resultant responses

gave a numerical preference value to each need category, and to each
task and organizational category.
The averaged categorical scores gave, first, a "needs picture"
of the respondent; then a picture of the task and organizational fea
tures desired by the individual.

It was possible from this information

to construct compatible organizational triads composed of need, task
and organizational factors.
Demographic information was made an integral part of the ques
tionnaire, so that differences in age, educational level, teaching
assignment, income level, and teaching experiences could be examined
for significance.

Also, a life experience question was part of the

questionnaire to determine if recent personal experience had influ
enced the responses.
The instrument seems to have excellent face validity.

The

respondent has the opportunity to make comparative judgements on
all items considered.

Each of the forty-four statements is differ

ent, so each requires the respondent to make a new judgement with
each comparison.

The instrument requires the respondents to make

forty-four comparisons, of which twenty were "need" comparisons,
twelve were "task" comparisons, and twelve were "organizational"
comparisons.
The responses given to the questionnaire were averaged by
category, allowing the extreme responses to be toned down by other
responses falling in the same category.

This method also lessened

the influence of any discrepant responses that might have been given.
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Population and Sample
The sample was drawn from northwestern Minnesota and north
eastern North Dakota.

This area, except for the few urban centers,

has a population density of from two to twenty-five persons per square
mile.

With the exception of Grand Forks County in North Dakota and

Pennington County in Minnesota, the area has shown a general decline
in population since 1960 (Gustafson, 1973).
Agriculture and retailing are the area's leading industrial
groups accounting for some twenty-nine percent of all employment.
Education employs nine percent of the work force.

This section of

the United States is one of the most rural in the nation.
The City of Grand Forks has a population of approximately
49,000 and is classified as a metropolitan service center (Gustafson,
1973).

This classification category requires a city to possess cer

tain facilities and services including a daily newspaper, public
higher education, an airport with scheduled air passenger service
and a hundred million dollars in retail sales.

Description of the Population
A population of teachers was selected from the Northwestern
portion of the State of Minnesota and from the City of Grand Forks,
North Dakota.
tion.

There are approximately 1350 teachers in the popula

The Northwestern portion of Minnesota, which includes Kittson,

Roseau, Lake of the Woods, Marshall, Pennington and Red Lake counties,
and the East Grand Forks Area Vocational-Technical Institute, East
Grand Forks, Minnesota, has 900 teachers.

The City of Grand Forks
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has 450 teachers.

This population can be considered as representative

of a large portion of the Upper Midwest and reflects the diversity of
the area's cultural heritage.

Description of the Sample
The first step in the participant selection process was to
determine the school districts from which teachers would be selected.
School districts ranged from small (enrollment 300 or less) to large
(enrollment of 1000 or more).

Central High School, Grand Forks, North

Dakota was the largest school selected (enrollment 1,127) and Alvarado
Public School, Alvarado, Minnesota was the smallest (enrollment 256).
The remaining schools varied in school enrollment between the two
extremes (see Appendix B).
The selection of the specific respondent was the responsibility
of the local school administrator.

For purposes of randomness, no more

than fifteen percent of the sample was taken from any one school, and
no more than fifty percent of the sample was taken from the various
strata, i.e., elementary, secondary and post-secondary.
A group of 222 teachers, or 16.4 percent, of the population
constituted the sample.

The stratified sample consisted of seventy-

one (thirty-two percent of the sample) elementary teachers, ninetynine (forty-four percent) secondary teachers, fifty (twenty-three
percent) post-secondary, with two (one percent) giving no indication
of level.
Central High School, Grand Forks, North Dakota, contributed
the greatest number of responses— a total of twenty seven (twelve
percent).

Alvarado Public School, Alvarado, Minnesota contributed
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five responses (two percent), which was the smallest group recorded in
the survey.
Sixteen different schools or school districts were represented
in the survey.

The schools were selected so that a representation of

area schools was included.

All of the selected schools were public

schools of the states of North Dakota or Minnesota.

Distribution and Return
of Questionnaire
The Individual-Organizational Analysis Questionnaire was pack
aged and mailed to fifty percent of the selected schools and handcarried to the remaining fifty percent.

A total of 339 questionnaires

was distributed for return and completion.

Of that number, 261 (seventy

seven percent) were returned, and 222 (eighty five percent) of the
returned questionnaires were usable.

CHAPTER V

ANALYSIS OF DATA

Statistical Analysis

The statistical analyses are performed to test two hypotheses.
The primary hypothesis tests the significance of the relationship
between human needs and task-organizational factors and is stated:
There are no significant relationships between the measured codified
need variables and the measured codified task-organizational variables.
The secondary hypothesis tests the significance of the relation
ship between need, task and organizational variables with the demo
graphic data.

The hypothesis is stated:

There are no significant

relationships between measured codified need, task and organizational
variables and the selected demographic variables.

This analysis is

the first to be discussed.

Demographic Data Analysis
Several items of demographic information about the respondents
were incorporated into this study.

They included age, marital status,

sex, teaching assignment, number of years in teaching, years in present
position, level of education, annual salary, an indication of job satis
faction and a personal stress determinant.

Appendix C contains a list

ing of each item and its frequency by category.
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Each item of demographic information was statistically compared
to need, task and organizational factors to determine if a significant
statistical relationship existed.

A table of resulting F-scores from

this Analysis of Variance examination is shown as Table 1.

Further

information concerning each significant F-score is contained in Table 2.
In summary, the statistical procedures showed that a significant
difference existed between organizational working conditions and the
individual's marital status.

Generally speaking, single respondents

had more concern for adequate, clean and comfortable work space than
did married respondents.

However, when task economic benefits were

considered, the married respondents showed more concerns for rates of
pay and indirect economic benefits.

The single respondents valued

social needs, while married individuals were concerned with esteem
needs.

Thus, married respondents believed that wage and recognition

were important, but single respondents felt that the aesthetics of
the work site and belonging were important factors.
Several significant differences were found when the sex of the
respondents was compared on need, task and organization factors.

For

example, organizational economic benefits, such as, having a basic
income and seniority or tenure rights and task career development fac
tors., such as, career potential and capacity to change career patterns
were important to the male respondents.
tions, which include, adequate,

Organizational working condi

clean and comfortable work space and

task interpersonal relations, which includes being with and communicat
ing with others, were preferred by the female respondents.

Male respon

dents were interested in esteem needs (recognition), while female
respondents were highly concerned with social needs (belongingness).

TABLE 1
ORGANIZATION, TASK AND NEED-STATISTICALLY COMPARED TO DEMOGRAPHIC DATA
F-SCORES, ANALYSIS OF VARIANCE

Organization
Economic
Benefits
Career
Development
Working
Condition
Personal
Relation
Task
Economic
Benefits
Career
Development
Working
Condition
Personal
Relation
Needs
Physical
Safety

Sex

Teaching
Assign
ment

Years in
Teaching

.273

9.315a

1.847

.955

.044

1.657

1.920

Age

Marital
Status

1.563
1.361

Years in
Present
Position

Level
of Edu
cation

Annual
Salary

Job
Satis
faction

Personal
Stress
Factor

1.198

.786

2.658b

2.071

.536

1.385

1.099

.044

1.765

3.685a

.779

4.457a

1.257

.669

.939

r700

4.558b

8.872a

.342

1.189

1.014

.405

.305

.173

.981

.608

.755

.944

.540

1.135

1.037

.923

6.239b

1.855

1.619

.713

.629

.773

.967

2.554b

1.546

.513

1.664

15.613a

3.760b

1.298

.983

1.734

1.267

.603

.667

.243

2.963

2.872

1.825

1.244

.821

.273

.687

2.273

1.205

1.583

3.245

12.862a

5.039a

1.019

.834

1.934

.651

2.046

.324
.476

.180
.009

.265
1.709

.053
4.205b

.640
1.185

.397
.892

.869
.550

1.688
.893

1.793
1.611

2.705b
.478
2.025

TABLE 1— Continued

Social
Esteem
Self Realization

Age

Marital
Status

1.824
.228

5.889b
6.242b

11.296^
13.968a

.100

2.808

.216

Sex

Significant at .01 level
Significant at .05 level

Level
of Edu
cation

Annual
Salary

Job
Satis
faction

Personal
Stress
Factor

1.163
.643

2.013
.646

7.949a
2.579

.567
2.849a

.385
1.864

.690

2.139

2.326

Teaching
Assign
ment

Years in
Teaching

Years in
Present
Position

15.425a
9.966a

1.087
.834

7.878a

.776

.656

.490

TABLE 2
ANALYSIS OF VARIANCE— DEMOGRAPHIC DATA
SIGNIFICANT F-SCORES

Group

Mean

Standard
Deviation

177
40

Married
Single

1.97
2.19

.59
.53

Task
Economic Benefits

177
40

Married
Single

2.02
1.74

.65
.48

5.889a

Social
Needs

177
40

Married
Single

2.76
3.01

.59
.60

6.242a

Esteem
Needs

177
40

Married
Single

2.38
2.13

.58
.53

9.315b

Organizational
Economic Benefits

111
105

Female
Male

2.24
2.53

.66
.75

8.872b

Organizational
Working
Conditions

111
105

Female
Male

2.12
1.89

.44
.68

Task
Career
Development

111
105

Female
Male

2.45
1.89

.63
.68

Item

F-Score

Age

None

Marital
Status

4.558a

Organizational
Working
Conditions

6.239a

Sex

15.613b

Factor

Count

TABLE 2— Continued

Standard
Deviation

2.97
2.65

.63
.69

Female
Male

2.93
2.67

.59
.57

Female
Male

2.19
2.48

.58
.55

Group

Task
Interpersonal
Relations

111
105

Female
Male

11.296b

Social
Needs

111
105

13.968b

Esteem
Needs

111
105

F-Score

Factor

Sex

12.862b

Teaching
Assignment

Mean

Count

Item

3.760a

Task
Career
Development

71
99
50

Elementary
Secondary
Post-Secondary

2.45
2.64
2.77

.60
.68
.58

5.039b

Task
Interpersonal
Relations

71
99
50

Elementary
Secondary
Post-Secondary

3.00
2.80
2.61

.61
.68
.69

4.205a

Safety
Needs

71
99
50

Elementary
Secondary
Post-Secondary

2.55
2.47
2.22

.67
.61
.63

15.425b

Social
Needs

71
99
50

Elementary
Secondary
Post-Secondary

3.06
2.77
2.49

.53
.61
.48

TABLE 2— Continued

Item

Teaching
Assignment

Number of Years
in Teaching

F-Score

Factor

9.96 6b

Esteem
Needs

7.878b

Self
Realization
Needs

Group

Mean

Standard
Deviation

71
99
50

Elementary
Secondary
Post-Secondary

2.17
2.31
2.62

.56
.58
.49

71
99
50

Elementary
Secondary
Post-Secondary

2.26
2.46
2.77

.66
.73
.65

H.S. Diploma
Bachelor's Degree
Graduate Degree
Vocational School

2.10
2.07
1.80
2.58

.32
.53
.68
.96

Count

None

Years in Present Position

None

Educational
Level

4.457^

Organizational
Working
Conditions

10
153
51
4

Approximate
Annual
Salary

2.658a

Organizational
Economic
Benefits

9
96
83
27

Less than $8000
$8000 to $12000
$12001 to $16000
More than $16000

1.85
2.32
2.47
2.52

.67
.69
.74
.74

2.705a

Task
Interpersonal
Relations

9
96
83
27

Less than $8000
$8000 to $12000
$12001 to $16000
More than $16000

2.85
2.95
2.76
2.57

.44
.66
.68
.68

TABLE 2— Continued

Item

General
Job
Satisfaction

Group

Mean

Standard
Deviation

9
96
83
27

Less than $8000
$8000 to $12000
$12001 to $16000
More than $16000

2.50
2.93
2.83
2.37

.57
.57
.55
.59

Organizational
Career
Development

68
115
23
5
1

Highly Satisfied
2
3
4
Unsatisfied

2.97
3.19
2.94
3.46
1.67

.66
.60
.48
.50
—

Task
Economic
Benefits

68
115
23
5
1

Highly Satisfied
2
3
4
Unsatisfied

1.89
1.97
2.29
2.20
3.00

.64
.56
.88
.73

68
115
23
5
1

Highly Satisfied
2
3
4
Unsatisfied

2.40
2.27
2.54
2.70
1.25

.58
.56
.54
.54
—

F-Score

Factor

7.949^

Social
Needs

3.685^

2.554a

2.849^

Esteem
Needs

Significant at .05 level
^Significant at .01 level

Count

—
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When the teaching assignments of the respondents were compared
to the need, task and organizational factors, post-secondary teachers
were more concerned with task career benefits, such as changing career
patterns, than either the elementary or secondary teachers.

Elementary

teachers, however, were more concerned with task interpersonal relations,
i.e., being with and communicating with others.

The elementary teacher

respondents also placed a high value on safety and social needs.

Post

secondary teachers considered esteem and self-realization needs as
important items.

On the other hand, secondary teachers took a middle-

of-the-road position in every significant comparison.
Only one significant difference was found when the respondent’s
educational level was compared statistically with need, task and organi
zational factors.

That item was organizational working conditions.

Those with graduate degrees were less concerned with working conditions
when compared to respondents with less education.

Those with only a

high school diploma and those with some post-secondary training showed
the highest concern for these factors.
A significant F-score resulted when approximate annual salary
was analyzed on organizational economic benefits.

The general pattern

among respondents indicated more concern for and more importance placed
on economic benefits as the annual wage increased.

Also of interest is

the significant difference between annual salary and task interpersonal
relations; there is less concern for working with and being with others
as the salary increases above $12,000.

In contrast, the respondents

receiving from $8,000 to $16,000,the mid-range salaries, expressed high
regard for the social needs, that is, being part of a group.
interest is diminished beyond the $16,000 level.

But this
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The analysis of the category labeled general job satisfaction
resulted in three significant relationships:

the factors were, organi

zational career development, task economic benefits and esteem needs.
The respondents concerned about career development were those with
responses falling just under highly satisfied.

When task economic

benefits were considered, the less satisfied teachers shoxtfed greater
concern from these items.

Also, the less satisfied teachers revealed

the highest esteem need, followed by the teacher with a mid-point
response.

Those teachers who were highly satisfied with their jobs

showed little concern for these factors.

Needs Analysis
The responses on the questionnaires were categorized into three
areas which were human needs, task factors and organizational factors.
Human needs were further broken down as either physical, safety, social,
esteem or self-realization needs.

Task and organizational factors were

summarized as either economic benefits, career development, working con
ditions or interpersonal relations items.

The raw data in each of the

thirteen categories was averaged to determine a mean score per category.
An example of a typical respondent's profile is shown in Table 3.
The 222 individual respondent profiles were incorporated to con
stitute the sample.

A summary of the sample by category is shown in

Table 4.
The basic thrust of this research is to isolate, first of all,
those identifiable high individual need factors and to compare those
need factors to the task and organizational responses so that a triad
of compatible factors can be constructed.

To do this, it was necessary
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TABLE 3
TYPICAL RESPONDENT PROFILE
Mean of Raw Score
Responses (0 to 5 Scale)

Category
Human Needs
Physical
Safety
Social
Esteem
Self-Realization
Organizational Factors
Economic Benefits
Career Development
Working Conditions
Interpersonal Relations
Task Factors
Economic Benefits
Career Development
Working Conditions
Interpersonal Relations

2.25
2.00
3.00
2.50
2.75
2.33
3.33
1.33
3.00
1.67
2.67
2.33
3.33

TABLE 4
BASIC STATISTICAL DATA— STUDY SAMPLE

Category (N=222)
Human Needs
Physical
Safety
Social
Esteem
Self-Realization
Organizational Factors
Economic Benefits
Career Development
Working Conditions
Interpersonal Relations
Task Factors
Economic Benefits
Career Development
Working Conditions
Interpersonal Relations

Mean

Standard
Deviation

Range
(0 to 5 Scale)

2.501
2.441
2.795
2.333
2.467

.596
.639
.594
.576
.710

1.00-4.50
.75-4.25
1.25-4.25
.75-3.75
.50-4.25

2.395
3.107
2.017
2.497

.715
.631
.583
.559

.67-4.33
1.00-4.67
.00-4.00
1.00-4.33

1.974
2.608
2.607
2.812

.636
.639
.614
.677

.67-4.00
1.00-4.33
.33-4.33
1.00-5.00
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to decide upon what interpretation would be placed on the phrase "high
individual need factor."

It was reasoned that a "high" score would be

a score equal to or greater than 2.5 on a 0 to 5 scale, that is, a
Bcore at or beyond the possible mid-point of the scale.

Since three

of the categorical means fell beloxtf this point, any score selected at
or beyond 2.5 would be relatively "high."

Because the physical and

social needs categorical means were 2.501 and 2.795, respectively, a
"high" score in these categories was construed to be a score equal to
or greater than those means.
A statistical analysis to determine the effectiveness of the
instrument to differentiate between "high" scores in one category from
"high" in another category was performed.
t-test Analysis are shown in Table 5.

The results of the Dependent

As illustrated by this information,

TABLE 5
"HIGH SCORE" DIFFERENTIATION ANALYSIS— t-VALUES

Physical
Physical
X=2.501

—

Safety
2.5

5.61a

Safety

Social

Esteem

Self
Realization

9.91a

4.70a

15.09a

8.34a

1.43

10.82a

10.15a

——

17.85a

12.50a

—

Social
X=2.795

12.97a

12.43a

Esteem
2.5

6.74a

6.87a

2.35b

——

9.78a

10.15a

4.78a

9.60a

Self-Real
ization
2.5

Significant at .01 level
^Significant at .05 level

4.76a
—
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the Instrument is effective in determining differences in "high" cate
gorical scores.
The next step in the analysis procedure was to subject the "high"
need values and their related task and organizational values to a series
of dependent t-tests.

These tests would determine if differences in

need values and task or organizational values were due to chance or if
differences were due to other factors.

The resulting t-values from

this statistical analysis are shown in Table 6.
Numerous significant relationships did exist between the need
and task or organizational factors.
the -5.79 t-value.

The highest need illustrated was

These "high" esteem respondents showed great con

cern for organizational career development.
trated by the 22.34 t-value.

The lowest need is illus

"High" social respondents have little

concern for organizational working conditions.

These and the other

t-values were used to construct the Organizational Triad Profiles.

Organizational Triad Profiles
One Organizational Triad Profile was constructed for each of
the five human needs.

The profiles depict the "most" and "least"

sought-after task and organizational factors when based on a "high"
need component.

For example, when respondents showed physical needs

above the mean for physical needs, their "most" and "least" desired
task and organizational factors were plotted.

When the respondents

showed "high" safety needs, their task and organizational factors
were entered on the High Safety Need Profile and so on through the
five profiles.

11.

The resulting profiles are shown as Figures 7 through

TABLE 6
TASK AND ORGANIZATIONAL FACTORS COMPARED TO INDIVIDUAL NEEDS
DEPENDENT t-TEST ANALYSIS

TASK
Working
Conditions

Interpersonal
Relations

ORGANIZATION
Career
Economic DevelopBenefits ment

Working
Conditions

Interpersonal
Relations

Physical Needs
X=2.501

11.64a

7.44a

6.85a

2.67a

7.97a

-1.00

13.13a

8.80a

Safety Needs
2.5

12.32a

4.10a

6.7 2a

1.82

4.72a

-1.01

12.89a

8.42a

Social Needs
X=2.795

19.85a

10.78a

9.7 8a

4.98a

12.62a

1.40

22.34a

13.37a

Esteem Needs
2.5

11.19a

1.69

2.51b

5.84a

-5.79a

11.02a

3.91a

Self-Realization
2.5

16.02a

3.13a

4.96a

8.36a

-2.42b

14.86a

7.23a

Significant at .01 level
^Significant at .05 level

CO
•^1

Economic
Benefits

Career
Development

3.4la

Most Sought-After Factors
Task Interpersonal Relations
A. Communicating and working with peers
B. Being with other people
Least Sought-After Factors
Task Economic Benefits
A. Amount of Vacation Time
B. Rate of Pay Above Basic Wage
C. Indirect Economic Benefits
Eagnm

Fig. 7. Organizational Triad
High3 Physical Need Profile
aa score equal to or greater than 2.5, on a 0 to 5 scale or the categorical mean for the factor
whichever is higher. This method was utilized to insure the analysis of a high need factor
relationship.
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aa score equal to or greater than 2.5, on a 0 to 5 scale or the categorical mean for the factor,
whichever is higher. This method was utilized to insure the analysis of a high need factor
relationship.

SOCIAL NEED
(Also referred to as love, belongingness
need)
? 2.795 the categorical mean

ORGANIZATIONAL FACTORS

TASK FACTORS

Least Sought-After Factors
Task Economic Benefits
A. Amount of Vacation Time
B. Rate of Pay Above Basic Wage
C. Indirect Economic Benefits

Most Sought-After Factors
No significant t-values above 5 to
evaluate.
Least Sought-After Factors
Organizational Working Conditions
A. Adequate Work Space
B. Comfortable, Clean Place to Work
Organizational Interpersonal Relations
A. An Employer Who Cares
B. Working With And Influencing Others
C. Working With Management
Organizational Economic Benefits
A. Must Have Base Income
B. Seniority or Tenure Rights

__

Fig. 9. Organizational Triad
High3 Social Need Profile
aa score equal to or greater than 2.5, on a 0 to 5 scale or the categorical mean for the factor, which
ever is higher. This method was utilized to insure the analysis of a high need factor relationship.
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Host Sought-After Factors
Task Interpersonal Relations
A. Communicating and Working with Peers|
B. Being With Other People

ESTEEM NEED
> 2.5 mid-point 0 to 5 scale

ORGANIZATIONAL FACTORS

Least Sought-After Factors
Task Economic Benefits
A. Amount of Vacation Time
B. Rate Of Pay Above Basic Wage
C. Indirect Economic Benefits

[Most Sought-After Factors
Organizational Career Development
A. Promotional Opportunities
B. Advancement Opportunities
C. Educational Opportunities
Organizational Interpersonal Relations
A. An Employer Who Cares
B. Working With And Influencing Others
C. Working With Management
jLeast Sought-After Factors
Organizational Working Conditions
A. Adequate Work Space
B. Clean, Comfortable Place To Work

Fig. 10. Organizational Triad
High3 Esteem Need Profile
aa score equal to or greater than 2.5, on a 0 to 5 scale or the categorical mean for the factor, which
ever is higher. This method was utilized to insure the analysis of a high need factor relationship.
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Most Sought-After Factors
Task Working Conditions
A. Job Autonomy and Freedom of Action
B. Ability To Set Own Work Goals
C. Control Own Work Schedule

SELF-REALIZATION NEED
(also referred to as self-actualization need)
^ 2 . 5 mid-point 0 to 5 scale

TASK FACTORS

ORGANIZATIONAL FACTORS

Most Sought-After Factors
Task Working Conditions
A. Job Autonomy And Freedom of Action
B. Ability To Set Own Work Goals
C. Control Own Work Schedule
Task Career Development
A. Long-Term Career Possibilities
B. Capacity To Change Career Patterns
Task Interpersonal Relations
A. Communicating And Working With Peers
B. Being With Other People

|Most Sought-After Factors
Organizational Career Development
A. Promotional Opportunities
B. Advancement Opportunities
C. Educational Opportunities
Least Sought-After Factors
Organizational Working Conditions
A. Adequate Work Space
B. Clean, Comfortable Place To Work

Least Sought-After Factors
Task Economic Benefits
A. Amount Of Vacation Time
B. Rate Of Pay Above Basic Wage
C. Indirect Economic Benefits
SEgrsEggm;

Fig. 11. Organizational Triad
High3 Self-Realization Need Profile
aa score equal to or greater than 2.5, on a 0 to 5 scale or the categorical mean for the factor, which
ever is higher. This method was utilized to insure the analysis of a high need factor relationship.

O
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The construction of the profiles was accomplished on a posteriori
basis, that is, the relative size of the t-values were evaluated.

"Most

sought-after" factors were those with a t-value of less than 5, which
indicates a task organizational factor mean above or closely congruent
to the "high" need mean.

"Least sought-after" factors were those having

a t-value that exceeded 11.

This would indicate a very low task or

organizational mean in comparison to the need mean.

The posteriori

evaluation procedure meant that t-values which fall in the numerical
range of from 5 to 11 were not evaluated.

This technique added an

element of selectivity, so that only very high and very low relation
ships were evaluated.
The individual profiles indicate which of the task and organi
zational factors are the "most" and "least" sought-after factors.

For

example, the high physical need profile shows that this individual
desires task interpersonal relations, i.e., communicating and working
with peers and being with other people.

Correspondingly, this profile

shows the least desired factors to be task economic benefits and orga
nizational working conditions, i.e., vacations, advanced rates of pay
and adequate work space.
The High Safety Need Profile shows a congruence with task
career development factors and organizational economic benefit fac
tors.

The respondents indicated a desire for long-term career pos

sibilities, a desire for the capacity to change their chosen career
pattern, the necessity for a basic income and a desire to obtain
seniority or tenure rights.

They were least concerned with adequate,

clean and comfortable work space, with vacation time, with advanced
pay rates, and with indirect economic benefits.
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The profile for high social need respondents indicated only one
category of most sought-after factors, that being task interpersonal
relations, i.e., communicating and working with peers and being with
other people.

The profile, however, points out several organizational

factors that are not sought-after and one task factor that is not
sought-after.

This analysis shows a desire for working with others

and a lack of desire for influencing those same people.
Respondents with high esteem needs indicated their interest in
three most sought-after factors, namely, organizational career develop
ment, organizational interpersonal relations and task working condi
tions.

Those factors include such items as having job autonomy,

obtaining promotional opportunities, influencing others and so on.
Of least concern to these respondents were items such as adequate
work space and vacation time.
The High Self-Realization Need Profile shows the respondents'
interest in many of the investigated factors, more than in any other
profile.

Task working conditions, task career development, task

interpersonal relations and organizational career development are
all included.

Characteristics such as job autonomy, working with

people and educational opportunities are some of the most soughtafter factors, while work space and indirect economic benefits are
among the least sought-after factors for those in this group.

CHAPTER VI

SUMMARY, CONCLUSION AND RECOMMENDATIONS

Summary

In part, the contingency theory of motivation is based on a con
gruency of three worksite variables.

They include the individual, the

task and the organizational environment.

It is conjectured that there

are certain compatible characteristics among these three variables.
And when present, in the proper combination, could produce motivated
employees.

However, the characteristics are multi-variate, so that,

each of the variables can consist of many differing characteristics.
The problem, then, is to isolate the congruent characteristics.
To identify the characteristics of the individual, Maslow's
hierarchy of human needs model was used.

It includes the categories

of physical, safety, social, esteem and self-realization needs.
The characteristics of the task and the organization that were
investigated were limited to four commonly found worksite traits.

They

included economic benefits, career development opportunities, working
conditions and interpersonal relations.

This limitation allowed for

an intensification of effort within the selected areas.

For example,

it was necessary to be able to isolate the desirability of having
conditions, such as, an adequate, clean and comfortable worksite.
The Individual-Organizational Analysis Questionnaire was devel
oped so that an individual's needs and his task-organizational desires
107
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could be recognized.
study sample.

The responses of 222 area teachers made up the

This sample was then analyzed statistically.

Dependent t-test analysis of the responses showed several sig
nificant relationships between individual needs and task-organizational
characteristics.

For example, it was found that individuals with high

esteem needs desired an organization that provided educational, promo
tional and advancement opportunities.

It was possible, after these

significant relationships were identified, to develop "organizational
triads."

These triads showed areas of congruency that existed between

the individual and the task-organizational variables.

It was conjec

tured that a congruency of triad variables would tend to cause indi
vidual motivation to occur.
Certain variables of demographic information were solicited
from respondents, such as, age, teaching assignment, years in teach
ing, years in position, educational level, income level and job satis
faction level.

These variables were statistically analyzed using an

analysis of variance procedure.

Many significant relationships were

identified, such as, the high social need shown by single respondents;
the high esteem need shown by male respondents; and the high selfrealization need shown by post-secondary respondents.

Conclusion
Through the statistical analyses, new insights have become
available for addition to the contingency theory of motivation.

The

basic concepts of the contingency theory can be broadened to include
those factors brought under investigation by this study.

For example,

it can be concluded that certain significant statistical relationships
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do exist between the needs of the individual, the task he performs, and
the organization by which he is employed.

Congruency Analysis
The Organizational Triad Profiles developed by this study can be
used effectively in developing an organizational climate that is condu
cive to employee motivation.

This is accomplished first by analyzing

the individuals to determine their needs, and second by placing those
individuals into a work setting that is compatible with their needs.
To illustrate how this procedure operates an example is con
structed in Table 7 which utilizes nine respondents from the study
sample.

They are first profiled according to their "high" individual

needs; after which the organizational triad profiles (Figures 7 to 11)
are consulted to determine the compatible task-organizational factors.
As the Individual Profiling Worksheet (Table 7) is prepared, an
individual congruency pattern develops.

It shows the factors that will

provide congruency of individual needs with task-organizational factors.
The factors listed in the "Most Sought-After Factors" column are the
factors that will tend to satisfy the individual's needs.

These con

ditions act to motivate the individual because, if present, his job
begins to fulfill his personal needs.

His job and his own personality

become compatible.
In actual practice, the first step in the construction of an
individual's "high" need profile can be accomplished by administering
the Individual Needs Analysis Questionnaire (INAQ), which is a modified
Individual Organizational Analysis Questionnaire (IOAQ).
given as Appendix D.

An example is

TABLE 7
INDIVIDUAL PROFILING WORKSHEET

Need Profile

Subject

Physical

Safety

Social

Most Sought-After Factors From
Organizational Triad Profiles
Esteem

SelfRealization

Task

Organizational

Career Development
InterpersonalRelations
Career Development
Working Conditions

Career Development
Economic Benefits

3.25a

2.75a

3.25a

1.75

2.00

E-08

2.00

2.75a

2.75

2.75a

2.25

E-47

2.75a

1.50

3.50a

2.50a

2.25

InterpersonalRelations
Working Conditions

Economic Benefits
Career Development
InterpersonalRelations
Career Development
InterpersonalRelations

P-14

2.00

3.25a

2.25

2.50a

2.50a

Career Development
Working Conditions
InterpersonalRelations

Economic Benefits
Career Development
InterpersonalRelations

P-08

1.75

2.50a

2.50

2.25

3.50a

Career Development
Working Conditions
InterpersonalRelations

Economic Benefits
Career Development

P-29

3.00a

2.75a

2.00

2.75a

2.00

Career Development
Working Conditions

Career Development
Economic Benefits
InterpersonalRelations
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F-31

TABLE 7— Continued

Need Profile

Subject

Physical

Safety

Social

Most Sought-After Factors From
Organizational Triad Profiles
Esteem

SelfRealization

Task

Organizational

S-05

2.75a

2.25

3.50a

2.25

1.75

InterpersonalRelations

Career Development

S-04

3.50a

2.50a

3.50a

1.25

1.75

Career Development
InterpersonalRelations

Career Development
Economic Benefits

Working Conditions
Career Development
InterpersonalRelations

Career Development
InterpersonalRelations

1.25

1.75

2.75

Considered "high" need levels

3.00a

3.75a
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S-86

M
M
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When the individual's needs are identified, the Organizational
Triad Profiles are referred to so that sought-after task-organizational
factors can be determined.

The use of an analysis format similar to

Table 7 may prove beneficial.
Once the individual profile has been constructed, the only step
left undone is for management to scrutinize the individual's task and
his organizational environment for congruency.

It may be helpful to

use a prepared analysis guide similar to the one shown in Figure 12.
The completion of this instrument, the Task-Organizational Analysis
Worksheet, may help in judging the adequacy of task-organizational
factors.

Also, an outside consultant may prove valuable when addi

tional information is needed in the area.
During the analysis, when a sought-after task-organizational
factor is found missing or weak, steps by management are needed either
to initiate or to strengthen these factors.

That task will often be

difficult, because all actions required are individual in nature.
Each person possesses an individual need pattern; therefore, each
individual seeks a set of uniquely different task-organizational fac
tors to satisfy his needs.
Time is a critical element in developing a motivational climate.
Extended periods of time must be used judiciously to develop a compre
hensive program of motivation.

Management is required to possess a

degree of skill and training to use time effectively, because motiva
tion rarely occurs automatically.

It is usually the result of con

scientious action on several fronts, including management philosophy
and organizational design.

Task Analysis
Categories
Task
Economic
Benefits
Task
Career
Development
Task
Working
Conditions

1. This task calls for a salary above the minimum.
2. This task provides for regular vacation periods.
3. This task has many indirect economic benefits i.e., status,
stock options, etc.
4. This task has career developing potential.
5. This task enables one to prepare for changing career
patterns.
6. This task offers excellent long-term career possibilities.
7. This task gives the employee job autonomy and freedom of
action.
8. This task allows the employee to set his/her own work goals.
9. This task lets the employee control his/her work schedule.
10. This task allows employees to communicate with each other
on a regular basis.
11. This task is accomplished by employees working together.
12. This task requires peer cooperation.

Yes
Yes
Yes

No
No
No

Yes
Yes

No
No

Yes

No
No

Yes
Yes
Yes

No
No
No

Yes
Yes

No
No

Yes

No

Yes

No

Yes

No

Yes

No

Yes

No

Organizational Analysis
Organizational
Economics

Organizational
Career
Development

1. This organization pays employees at least the federal
minimum wage.
2. This organization extends seniority or tenure rights to
employees.
3. This organization provides, at no cost to the employee,
two of the following: health insurance, life insurance,
retirement plan, products or services at reduced cost or
on loan.
4. This organization provides educational opportunities for
employees.
5. This organization provides advancement opportunities for
employees.

113

Task
Inter
personal
Relations

Response

Organizational Analysis— Continued
Response

Categories

Organi
zational
Working
Conditions
Organi
zational
Inter
personal
Relations

6. This organization provides promotional opportunities for
employees.
7. This organization provides adequate work space for employees.
8. This organization provides clean, comfortable places for work.
9. The management is interested in having good working conditions
available for employees.
10. The management is interested in satisfying employees.
11. The management provides opportunities for employees to
interact with management.
12. This organization provides opportunities for employees to
obtain influential positions.

Fig. 12.

Task-Organizational Analysis Worksheet

Yes

No

Yes
Yes

No
No

Yes
Yes
Yes

No
No
No

Yes

No
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Therefore, motivation of employees should be planned for by
establishing short-term and long-term goals, just as management plans
a building expansion program.

A conscious program of employee motiva

tion should be implemented rather than leaving this important area to
chance.
With the use of data obtained in this study, management can
begin to plan a motivational program.

School administrators, for

example, may find it advantageous to build a Needs Profile for each
employee and to develop short and long-term goals for the fulfillment
of those needs.

They might, also, analyze the task-organizational

factors present in their organization so that they can better under
stand the characteristics of the enterprise.

Demographic Factors
Certain demographic factors used in this study were found to
contribute to the formation of the need base of respondents.

For

example, a single teacher has a stronger social need than a married
teacher.

Also, the female teacher is interested in her immediate

surroundings, that is, her working conditions and her personal rela
tions with others.

In contrast, the male teacher is interested in

what the future holds and in his influence over others.
Elementary teachers, generally, show higher safety and
social needs, while post-secondary teachers exhibit strong esteem
and self-realization needs.

A high social need level was demon

strated by individuals earning between $8,000 and $12,000.

This

points out a definite path to understanding some school situations.
For example, elementary schools need high levels of interpersonal
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relations to satisfy the social needs of their teachers, when a number
of the teachers are earning from $8,000 to $12,000 per year.

On the

other hand, post-secondary schools, generally, need an arrangement of
task-organizational factors which allows for the satisfaction of esteem
and self-realization needs.

Recommendations
Many questions remain concerning employee motivation as this
research is ended.

What effect do peers have on motivation?

effect does building design have on motivation?
geographical factors have on motivation?

What

What effect do

These and other questions

need answering if one is to completely understand the motivational
phenomenon.
Many areas of personality affect the formation of individual
needs.

For example, what part does early childhood play in an indi

vidual's need pattern development?
play?

What part does cultural background

These are but two questions about personality that need answers

before motivation will be better understood.
Organization design specialists need to develop methods of
organizational analysis which can show with accuracy the type of
task organizational factors that exist within an organization.
Nomenclature must be developed to properly describe these factors.
Then scholars of management theory should learn to identify the
factors so that they can be understood.
This study should be replicated with a broad based sample
consisting of representatives of other professions such as engi
neers, scientists, military personnel, ministers, medical doctors
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and so forth.

Semi-professional, para-professional, skilled and self-

employed individuals should also be studied.

Additional studies of

this type should be conducted with teachers who reside in different
geographical areas, who are members of different cultures, or who
have different ethnic backgrounds.

This broadened research would

assist the future development of the contingency theory of motivation.
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INDIVIDUAL-ORGANIZATIONAL ANALYSIS QUESTIONNAIRE
INSTRUCTIONS:
Below are twenty-two paired statements. You are asked to read each set,
then distribute five total points between the two alternatives based on
how well each statement agrees with your way of thinking.
The possible point distributions are:
5 A and
0 B if you completely agree with A and completely dis
agree with B.
4 A and
1 B if you agree with A, but not completely, and you dis
agree with B, but not completely.
3 A and
2 B if you like A better than B.
2 A and
3 B if you like B better than A.
1 A and
4 B if you disagree with A, but not completely, and agree
with B, but not completely.
0 A and
5 B if you completely disagree with A and completely agree
with B.
1A.
____ IB.

I like employment that provides a built-in annual wage increase.
I like my wage to be geared to my productivity.

____ 2A.
____ 2B.

I look for an employer who provides educationalopportunities.
I look for an employer who provides adequate work space.

____ 3A.
____ 3B.

I like an employer who cares.
I like a clean, comfortable place to work.

_4A.
_4B.

I like others to recognize the work I do.
I like to test my ability.

_5A.
_5B.

The amount of pay I receive from my job is important.
Job autonomy and freedom of action on the job are important.

_6A.
_6B.

I would accept a job that paid well.
I would accept only a challenging job.

_7A.
_7B.

I seek a job for its career potential.
I seek a job that provides sufficient vacation periods.

_8A.
_8B.

It is important that I be an accepted member of my group.
Material possessions are important to me.

_9A.
_9B.

My employer must provide advancement opportunities.
My employer must provide me with an opportunity to influence
others.

IOA.
IOB.

I like predictability in my work.
I like change, doing different things every day.
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IIA.
IIB.

My employer must pay a basic wage.
My employer must provide opportunities for me to interact
with management.

JL2A.
_12B.

I like a job where I have the opportunity to communicate
with my peers.
I like the ability to set my own work goals.

13A.
13B.

Economic benefits are most important.
Working conditions are most important.

_14A.

I'm interested in the promotional opportunities provided by
my employer.
I'm interested in the seniority or tenure rights provided
by my employment.

14B.

15A.
15B.

It is important to have harmonious relationship with one's
peers.
I'm interested in job security.

16A.
16B.

I like a job where I can control my own work schedule.
Having the capacity to change career patterns is important.

17A.
17B.

I like to be close to and work with other people.
I like a job that has many indirect economic benefits.

____ 18A.
____ 18B.

Just having a job and providing for my needs are very
important.
I look for status in my employment.

____19A.

I feel that it is necessary for one
on and off the job.

tobe

a

group member both

____ 20A.
____ 20B.

I like working with my peers.
I seek employment that offers excellentlong-term
sibilities.

____ 21A.
____ 21B.

Having food and shelter are important.
I seek a job that provides protections,such
insurance, retirement income and the like.

____ 22A.
____ 22B.

I like being a member of a group.
I like the opportunity to demonstrate mycompetence.

career pos

as, health

DEMOGRAPHIC DATA (Please Complete)
Date of Birth___________________ Marital Status: M - S
Sex: F - M
Teaching Assignment_____ Elementary_____ Secondary_____ PostSecondary_____
Number of years in teaching____ in present position__________________
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Approximate Annual Salary
Less than $8,000
_____ $8,000 to $12,000
_____ $12,001 to $16,000
_____ More than $16,000

Education (Highest Attained)
_____ High School Diploma
_____ Bachelor's Degree
_____ Graduate Degree
_____ Other Training________ Specify

In general how would you rate your job?

1______ |
2______ |
Highly Satisfactory

3

(Circle one number)

|
4
1
5
Generally unsatisfactory

If you have recently experienced an event that might have affected your
replies to this questionnaire, did you find that event gratifying______
or distressing_____?

Please Return T o :
Allen Nichols
435 Spruce Ave. So.
Thief River Falls, MN 56701

APPENDIX B

SAMPLE DESCRIPTION AND CHARACTERISTICS
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SAMPLE DESCRIPTION AND CHARACTERISTICS

Name of School
and Address
Alvarado Public School
Alvarado, MN
Argyle Public School
Argyle, MN
Central High School
Grand Forks, ND
East Grand Forks Voc.
Technical Institute
East Grand Forks,MN
Eielson Elementary
Grand Forks, ND
Goodridge Public Sch.
Goodridge, MN
Karlstad Public School
Karlstad, MN
Lafayette High School
Red Lake Falls, MN
Lewis-Clark Elem.
Grand Forks, ND
Marshall County Central
Newfolden, MN
Middle River Pub.Sch.
Middle River, MN
Northland Community
College
Thief River Falls,MN
Olso Public School
Oslo, MN
Thief River Falls Voc.
Technical Institute
Thief River Falls,MN
Warroad Public School
Warroad, MN
Winship Elementary
Grand Forks, ND

Questionnaire Information
District Enroll Number
Sent
Number
ment

Usable

Not
Usable

Total

1

6

436

256

15

5

437

337

20

18

———

18

1

1,127

35

27

4

31

595

274

20

14

1

15

1

747

20

12

2

14

561

306

25

16

5

21

353

489

30

23

6

29

630

719

15

7

1

338

15

6

441

570

15

ii

440

291

15

10

2

12

na

350

19

13

3

16

442

443

20

11

4

15

564

488

25

17

5

22

690

771

20

11

2

13

273
Totals
Percentage returned
Percentage usable of those returned
Sample as a percent of population

30
339

21
222

4
39

25
261
77%

1

7
__

6
11

85%
16.4%

Data Sources— Minnesota Educational Directory, State of Minnesota, Depart
ment of Education, St. Paul, MN 55155, 1976-77
North Dakota Educational Directory, Department of Public
Instruction, Bismarck, ND 58505, 1976-1977
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DEMOGRAPHIC DATA

Item
Age

Categories
20-29 Years
30-39 Years
40-49 Years
50-59 Years
60-69 Years
No Reply

Number
of
Respondents
86
71
35
21

Percentage
of
Respondents

8

39.0
32.0
16.0
10.0
.5
2.5

1

Marital Status

Married
Single
No Reply

177
40
5

80.0
18.0
2.0

Sex

Female
Male
No Reply

111
105
6

50.0
47.0
3.0

Teaching Assignment

Elementary
Secondary
Post-secondary
No Reply

71
99
50
2

32.0
44.0
23.0

Number of Years
in Teaching

First Year
1 to 3 Years
4 to 6 Years
7 to 9 Years
10 to 12 Years
13 to 15 Years
16 to 18 Years
19 to 21 Years
Over 21 Years
No Reply

10
52
36
36
28
15
8
9
21
7

4.5
23.4
16.2
16.2
12.6
6.7
3.6
4.0
9.5
3.3

Years in Present
Position

First Year
1 to 3 Years
4 to 6 Years
7 to 9 Years
10 to 12 Years
13 to 15 Years
16 to 18 Years
19 to 21 Years
Over 21 Years
No Reply

19
74
32
31
23
4
7
5
6
21

8.5
33.3
14.4
14.0
10.3
1.8
3.2
2.2
2.7
9.6

1.0
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Educational Level
(Highest Attained)

High School Diploma
Bachelor's Degree
Graduate Degree
Other Training
(Usually vocational
skills type)
No Reply

10
153
51
4

4.5
68.9
23.0
1.8

4

1.8

Approximate Annual
Salary

Less than $8,000
$8,000 to $12,000
$12,001 to $16,000
More than $16,000
No Reply

9
96
83
27
7

4.1
43.2
37.4
12.2
3.1

Level of Job
Satisfactory

Highly Satisfied 1
2
3
4
Unsatisfied
5
No Reply

68
115
23
5
1
10

30.6
51.8
10.4
2.3
.5
4.4

Recent event in life
of respondent

Gratifying
Distressing
No Reply

152
46
24

68.5
20.7
10.8
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INDIVIDUAL NEEDS ANALYSIS QUESTIONNAIRE
INSTRUCTIONS:
Below are ten paired statements. You are asked to read each set, then
distribute five total points between the two alternatives based on how
well each statement agrees with your way of thinking.
The possible point distributions are:
5 A and 0 B if you i
completely agree with A and completely disagree
with B.
4 A and 1 B if you <agree with A, but not completely, and you disagree with B* but not completely,
3 A and 2 B if you like A better than B.
2 A and 3 B if you :Like B better than A.
1 A and 4 B if you (disagree with A, but not completely, and agree
with B, but not completely.
0 A and 5 B if you (completely disagree with A and completely agree
with B.

IA.
IB.

I like employment that provides a built-in annual wage increase.
I like my wage to be geared to my productivity.

2A.
_2B.

I like others to recognize the work I do.
I like to test my ability.

3A.
3B.

I would accept a job that paid well.
I would accept only a challenging job.

4A.
4B.

It is important that I be an accepted member of my group.
Material possessions are important to me.

5A.
5B.

I like predictability in my work.
I like change, doing different things every day.

6A.

It is important to have harmonious relationship with one's
peers.
I'm interested in job security.

6B.
7A.
7B.
8A.
8B.
9A.
_9B.

Just having a job and providing for my needs are very impor
tant.
I look for status in my employment.
I feel that it is necessary for one to be a groupmember both
on and off the job.
I feel that change is a very important part of any job.
Having food and shelter are important.
I seek a job that provides protections, such as, health
insurance, retirement income and the like.
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IOA.
IOB.

I like being a member of a group.
I like the opportunity to demonstrate my competence.

DEMOGRAPHIC DATA (Please complete)
Date of Birth__________________ Marital Status: M - S Sex: F - M
Occupation_________________________
Number of years in present occupation_______ ; in present position
Education (Highest Attained
____High School Diploma
____Bachelor's Degree
____Graduate Degree
____Other Training__________
specify

Approximate Annual Salary
____Less than $8,000
____ $8,000 to $12,000
____ $12,001 to $16,000
____More than $16,000

In general how would you rate your job?

1

I

Highly Satisfactory

2

3

(Circle one number)

1
A
1
5
1
Generally Unsatisfactory

If you have recently experienced an event that might have affected your
replies to this questionnaire, did you find that event gratifying______
or distressing_____ ?
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